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Abstract
Tuition-driven universities depend heavily on net tuition revenue to operate. However, the
individuals responsible for delivering the type of enrollment that meets university goals, known
as the university admissions counselors, tend to be underpaid, burnt out, and likely to depart their
institutions before meaningful recruiting relationships can be formed. The implications of this
issue lead to high costs of turnover and training of new staff, a recruiting territory in flux due to
the turnstile nature of the profession and an office culture that lacks any genuine consistency.
Many studies in the past have focused on the specific reasons that frontline sales team members
desire to depart their jobs. The purpose of this study was to add to the talent retention body of
literature by focusing on the specific reasons that seasoned admissions counselors at Christian
universities have remained in their jobs when so many of their counterparts have fled to other
careers. By focusing on seasoned counselors, the study allowed for a look into the best practices
of enrollment leaders in the context of talent retention. The data showed that enrollment leaders
need to hire mission fits that have unshakeable institutional buy in, strongly encourage a period
of commitment to the role, employ creative institutional retention strategies, provide genuine
care for their employees, practice the habit of providing engagement boosts, and provide a
clearly articulated pathway of mobility so their team can see where they are headed. If
enrollment leaders can commit to putting this recipe into practice, they would be actively
assuaging burnout and leading a more engaged and committed group of admissions counselors
that would ultimately benefit the university’s bottom line.
Keywords: admissions counselor, burnout, Christian university, engagement, leadership,
revenue
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Chapter 1: Introduction
The purpose of this qualitative, multiple case study was to better understand how
enrollment leaders at institutes of Christian higher education can retain higher numbers of one of
the university’s most vital resources—frontline admissions counselors. The literature review
process will show that copious research in the leadership field has been done to better understand
the antecedents of employee turnover. This study seeks to add to the talent retention literature by
focusing on why experienced employees stay in their current roles instead of focusing on why
others choose to leave. Uncovering the reasons that highly effective admissions counselors
remain in the profession could potentially have major implications as enrollment leaders look for
creative ways to retain their human resource talent.
For tuition-driven universities, the majority of the annual budget is dependent on revenue
generated from enrollment headcount. In fact, between 85% to 93% of every dollar spent in the
annual budget at many institutes of Christian higher education comes from net tuition revenue
generated from enrollment (National Association for College Admission Counseling [NACAC],
2014). Those charged with targeting and recruiting those students who are a best fit for their
respective institutions are the universities’ admissions counselors. Effective recruiting is based
on creating consistent and lasting relationships with the customer (Patterson, 2021; Vander
Schee, 2010), and the longer a university can retain and motivate its relationship builders, the
more likely the enrollment team will be successful in the long run (Stichter, 2020). However, due
to an industry-wide, high-admissions counselor turnover rate, enrollment leaders cannot depend
on consistency in that position. Research shows that the average tenure nationally of an
admissions counselor is 1.9 years (Doughtery & Andrews, 2007). In light of the challenging
nature of the low admissions counselor tenure, and noting how vital to the university operating

2
budget an effective recruitment operation is, more research is needed in order to better
understand what successful enrollment leaders are doing to better retain this vital talent.
The Admissions Counselor
The role of admissions counselor in Christian higher education is one that wears many
hats. Generally speaking, the admissions counselor position is responsible for travelling
throughout an assigned recruiting territory to advertise for the university, determining how many
students are admitted each cycle from that area, preparing and disseminating promotional and
marketing materials, meeting with prospective students on campus and throughout the recruiting
territory, analyzing enrollment data, and reviewing applications (Stichter, 2020). They also
manage travel budgets, coordinate several annual recruiting events, such as preview days and
territory-specific gatherings, coordinate with several offices throughout the university, such as
the alumni, advancement, and athletic offices, provide career counseling, and help students
navigate the financial aid landscape.
Charged with being the face of the university for all prospective students and families,
the paramount role of the university admissions counselor is to build relationships with key
stakeholders and notable decision influencers in their assigned recruiting areas to ultimately help
affect the college decisions of potential recruits (Patterson, 2021; Stichter, 2020). The goal for
any admissions counselor is to build effective relationships with high schools, community
organizations, churches, community colleges, and homeschool groups in order to become a
trusted, accessible, knowledgeable, and familiar expert in the vast array of voices that affect a
prospective student’s college decision (Patterson, 2021). With growing concerns over the future
of the collegiate landscape, especially regarding the rising cost of higher education and a
growing inability for the customer to pay without debt, a trusted, knowledgeable expert for
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prospective students is needed now more than ever. In 2020, Niche, an online higher education
marketing firm, found that 92% of high school graduates are fearful or anxious about being able
to pay for college (Patterson, 2021). College admissions counselors have the unique role of
getting to help assuage those fears and concerns of their prospective students. With the obvious
burden that is placed on admissions counselors due to their vast and weighty job descriptions,
one can see why some become extremely engaged in the work, while others become burned out
by the profession. There is a fine line between work engagement and burnout, and it is necessary
to turn to the research in that area next.
Work Engagement
One of the most fascinating topics in the motivation literature is that of work
engagement. Work engagement can be summarized as possessing high amounts of vigor,
dedication, and absorption in one’s job (Bakker et al., 2011). Since enrollment trends are one of
the clearest signs of the health of an institution of higher learning (Gyure & Arnold, 2001), it is
vital to recognize the importance of enrollment leaders creating an atmosphere of high amounts
of work engagement in the recruitment staff.
Benefits of Work Engagement
Research has found a myriad of benefits associated with a highly engaged workforce. For
starters, employees exhibiting work engagement have more energy and vigor in their roles than
those without it (Bakker et al., 2011). Work engagement is critical to the global competition for
students and those possessing high levels of it exhibit more engaged and energizing attitudes
(Roof, 2015). It also positively impacts all sorts of organizational outcomes, such as increased
productivity, customer satisfaction, profitability, job satisfaction, and commitment (Roof, 2015;
Vander Schee, 2010). Employee innovativeness is also positively associated with high levels of
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engagement (Ge & Sun, 2020), and all three key elements (vigor, dedication, and absorption)
positively impact employee production (Hanaysha, 2016).
Factors and Antecedents
There are several factors and antecedents that affect the level of work engagement found
in employees. The most notable antecedent to engagement is an employee being proud of her
work and finding meaning in what she does (Mercali & Costa, 2019). The strongest predictor of
work engagement is the amount of job resources one feels she has at her disposal (Barkhuizen et
al., 2014), as engagement is the product of the intersection between job demands and resources
(Schubert-Irastorza & Fabry, 2014). The opposite of engagement, known as burnout, is caused
by increased job demands without sufficient resources (Schaufeli et al., 2002; Schubert-Irastorza
& Fabry, 2014). In fact, there is a curvilinear relationship between time pressure and work
engagement. The sweet spot is at the top of the upside-down U shape that represents appropriate
amounts of time pressure and job demands (Sheng et al., 2019). There is also a strong
relationship between job embeddedness and work engagement (Takawira et al., 2014).
Leader Actions that Increase Engagement
There are several leader actions that have been shown to have a direct, positive effect on
employee work engagement. Gregory and Levy (2012) found that a coach-employee relationship
can lead to a higher amount of work engagement in the employee. Another action that can lead to
higher engagement is the establishing of clear work roles and boundaries (Curran & Prottas,
2017). Job fit and role fit, both of which can be affected by the leader, are positively related to
work engagement (Hermsen & Rosser, 2008). Encouraging the spiritual nature of the job and
creating a spiritual workplace can also help employees find their jobs meaningful (Saks, 2011;
Shrestha, 2016). Roof (2015) found that the more senior the role between nonmanagers,
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managers, and executives, the higher the level of work engagement. Last, both transformational
leadership (Arokiasamy & Tat, 2019) and allowing employees to do their own job-crafting
(Kuijpers et al., 2020) can lead to higher amounts of work engagement.
Reasons for Burnout in Admissions Counselors
As noted previously, the opposite of work engagement is known as burnout. As the
research shows, the typical roles and duties of an admissions counselor in higher education are
notorious for creating high levels of burnout (NACAC, 2014; Stichter, 2020). Unsurprisingly, as
the strenuous and weighty job descriptions detailed previously, admissions counselors
consistently voice concerns about work-life balance due to the relentless pace of the nature of
recruiting (NACAC, 2014). They also voiced concerns over long periods of travel, low pay, and
lack of upward mobility in the organization (NACAC, 2014). Once admissions counselors get
married and begin having children, it becomes even harder to retain the talent due to even more
stress arising from the copious travel (NACAC, 2014). Challenges and frustrations come from all
directions for admissions counselors, and there is no denying that the profession demands high
levels of energy, a relentless drive to be successful, and the ability to work with difficult
customers (NACAC, 2014).
Future Study
For all of the research done on work engagement and job satisfaction, very little of note
has been studied in the context of admissions counselors in higher education. As noted
previously, a large portion of the university budget rests on the shoulders of these individuals and
it would behoove university leaders to know the reasons seasoned admissions counselors remain
in the job and what leads to their high levels of work engagement. Plenty is known about the
causes of burnout and subsequent antecedents of turnover. What remains to be seen is why those
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who stay in admissions for the long haul continue to do it and continue to love it. Would the
tactics previously noted that increase work engagement in the business arena continue to do the
same in the context of Christian higher education?
For instance, we do not know if a coach-employee relationship with admissions
counselors in the context of Christian higher education would lead to a more engaged employee
and, therefore, lead to longer tenures. We also need to study whether clearly defined work roles
in an admissions context can lead to higher levels of engagement. Are there ways that enrollment
leaders can allow for more job-crafting techniques in their followers? Could there be specific
transformational techniques that admissions directors and enrollment managers can institute to
create more engagement and satisfaction in their followers’ jobs? Would an enrollment leader’s
ability to emphasize the spiritual nature of the job create higher amounts of engagement in
admissions counselors? Research in these areas is of utmost importance to help answer these
questions and extend the average admissions counselor tenure.
Statement of the Problem
Frontline sales talent is quite difficult for leaders to retain (Boyer et al., 2020; Geisler et
al., 2019; Rodriguez et al., 2019). The difficulties are exacerbated in entry-level jobs featuring
young professionals (Boyer et al., 2020), as nearly half of all young professionals in the
workplace plan to quit their job within two years (Rodriguez et al., 2019). This high turnover of
young professionals is estimated to cost the U.S. economy $30.5 billion annually in loss of
productivity and cost to train new hires (Adkins, 2016).
In higher education, admissions counselors serve as the university’s frontline sales talent
by managing recruiting territories and generating enrollment (Gansemer-Topf et al., 2015;
Hoover, 2016; Olson, 2018). Admissions counselors are the first face a prospective student sees
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in recruitment and the relationship created is vital to the ultimate matriculation of that student
(Missaghian & Pizarro Milian, 2019; Stichter, 2020). The matriculation of prospective students
is paramount at tuition-driven universities as these institutions depend on enrollment headcount
for as much as 85% of their annual operating budget (NACAC, 2014). A successful admissions
operation that routinely delivers on its enrollment goals is fundamental to a university’s short and
long-term financial health (Stichter, 2020).
Although a successful, consistent recruitment operation is vital to the financial health of
universities, it is tough to retain the young professionals that do most of the work (Hoover, 2016;
Olson, 2018). Nationally, 76% of admissions counselors are planning to quit within the next
three years (NACAC, 2014) for reasons that are well-documented in the literature. Counselors
depart due to inadequate training, lack of upward mobility, ignorance of the big picture
operation, feeling undervalued by the institution, and a general sense of burnout (Loveland,
2018; Ogedegbe, 2021; Stichter, 2020). Since tuition-driven universities are dependent on
enrollment to survive, and the key generators of enrollment are continually turned over, more
needs to be known about this disconnect. Satisfied, long-tenured admissions counselors are
tremendous assets to enrollment offices (Missaghian & Pizarro Milian, 2019), and there is a
distinct call from the literature to know more about retaining these high-quality higher education
staff members (Harris et al., 2016). If this problem is not studied, enrollment leaders will
continue to waste money in the recruiting and training of new hires (Adkins, 2016; Davidson,
2016), valuable recruiting relationships formed by outgoing counselors will be lost (Davidson,
2016; Gansemer-Topf et al., 2015), and university operating budgets could annually be
threatened by lower enrollments caused by counselor turnover (Hoover, 2016).
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The Choice of Christian Higher Education
This study sought to answer those questions about assuaging burnout and boosting
engagement within the context of Christian higher education. There are more than 4,600
institutes of higher education in the United States, so the narrowing down to Christian
universities allowed me to narrow the scope considerably. Also, Christian universities do not
benefit from budget models that are heavily subsidized by the state depending on enrollment
headcount, so they depend all the more heavily on net tuition revenue to keep their doors open.
The heavy dependence on an effective recruitment operation makes Christian higher education a
perfect context to recruit a sample to study. Also, Christian universities have unique mission
statements when compared to public universities. They seek to educate mind, body, and spirit in
a way that is glorifying to God, which potentially creates a strong, committed, vocational
mindset in anyone serving on faculty or staff at those universities. Whether that fact plays into
frontline admissions counselor work engagement remains to be seen. Finally, I attended a
Christian university and have been working at a Christian university for my whole career. The
problem of practice is very real in this context and I have a personal interest in answering the
research questions from the context of Christian higher education.
Purpose of the Study
The purpose of this qualitative, multiple-case study was to explore the factors that create
high levels of work engagement in seasoned admissions counselors and learn why those
seasoned counselors remain committed to the admissions profession. With a better understanding
of seasoned counselor perceptions of work engagement, practical tips should emerge that
enrollment leaders can utilize to create higher amounts of work engagement in their frontline
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team members to effectively retain their top talent and turn more inexperienced admissions
counselors into seasoned counselors.
Research Questions
RQ1: Why do seasoned admissions counselors at Christian universities remain committed
to their roles and their respective institutions of higher learning?
RQ2: How do seasoned admissions counselors at Christian universities describe the
nature of their jobs and the role work engagement plays in their overall job outlook?
RQ3: How do seasoned admissions counselors at Christian universities describe leader
actions that contribute to higher amounts of work engagement?
Definition of Key Terms
Admissions counselor. Usually this person is an entry-level, recent college graduate who
is charged with being the frontline recruiter for the university. The role entails travelling to
college fairs, high schools, churches, career fairs, and other public gatherings in order to generate
interest in the university. Admissions counselors are charged with being experts on the
scholarship process and also to talk through the federal and state financial aid scenarios. They are
essentially the public face and recruitment team of the university to the prospective students and
families interested in the college (Stichter, 2020).
Employee burnout. Exhaustion and reduced feelings of personal accomplishment due to
high levels of chronic work stress (Dunford et al., 2012).
Employee retention. This is any effort by the employer to keep desirable workers in an
effort to achieve organizational goals (Frank et al., 2004). It is also a process where employees
are encouraged to remain with the organization for the maximum period of time (Khalid &
Nawab, 2018).
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Frontline employees. Those employees who serve as the critical link between an
organization’s internal operations and external customers (Gonzalez & Garcia-Almeida, 2021).
Turnover intention. This is defined as an individual’s willingness to resign voluntarily
from a job (Zhang & Li, 2020).
Work engagement. This is defined as the extent to which an employee possesses vigor,
dedication, and absorption in the job at hand (Bakker et al., 2011).
Summary and Preview of the Next Chapter
Tuition-driven universities depend on enrollment to keep the ship afloat. However, the
role of admissions counselor, which is charged with generating said enrollment, has an
incredibly high turnover rate. If this problem is not studied and addressed, the entry-level role of
disengaged and burnt out admissions counselors will continue to be a turnstile on an annual basis
and universities will continue to have to spend valuable resources recruiting and training new
sales talent hoping the new hires will help bring in enough revenue to keep the organization from
dipping into their reserves. These human assets are critical to the success of Christian higher
education and it is worth studying how to develop them in the most effective way possible.
A sound recruitment operation is built on formulating strong relationships with key
stakeholders and decision influencers (Olson, 2018) and that becomes difficult with the current
low average tenure of admissions talent. This problem has been studied in the context of the
community college system, but those findings are not generalizable due to the specific context
and nature of how that system operates in the country (Davis, 2013). A key feature of this study
was its contribution to the potential solution of low tenures by inspecting the problem from the
context of Christian higher education and from the perspective of seasoned admissions
counselors. For the purposes of this study, “seasoned admissions counselor” refers to any
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admissions counselor employed in their role for greater than two years. “Inexperienced
admissions counselor” refers to any admissions counselor employed in that role for less than two
years. The results of the study may prove profitable for equipping enrollment leaders with the
tools needed to provide and encourage greater amounts of work engagement in their frontline
recruitment team, which would then allow for deeper relationships with key stakeholders. This
could ultimately lead to greater chances at stronger revenue streams from the recruitment
operation.
In the following chapter, I peruse the current, scholarly research on many of these
pertinent areas. First, the current literature on the human resource sets the context for how
important human capital is to any organization. Then, the literature on talent retention shows
how paramount it is for a leader to be concerned with finding the right people for the
organization and keeping the most effective ones on staff by all means necessary. Then, the
literature review considers the research on turnover intention. For leaders to understand how to
keep employees motivated and content in their positions, it is necessary to study the causes of
turnover in the first place. Then, the literature review focuses on the group who is most
applicable to the current study—the frontline sales employee. Finally, the literature review gives
the reader a robust tour through the research on work engagement.
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Chapter 2: Literature Review
The higher education frontline recruitment team, known as university admissions
counselors, is leaving the field at high rates. Higher education research shows that 76% of all
admissions counselors are planning to leave the field in the next three years (NACAC, 2014) and
that high turnover rate is crippling to an industry that relies on continual relationships to generate
revenue (Stichter, 2020). The purpose of this proposed study was to better understand this
turnover problem from the perspective of seasoned admissions counselors and to ascertain the
differences in the perceptions of seasoned admissions counselors compared to their
inexperienced counterparts. The current chapter seeks to set the foundation for the study by
detailing a conceptual model that will help frame the research problem and then clearly discuss
two areas of study pertinent to the nature of the problem.
The first purpose of this chapter is to clearly detail the nature of the job demandsresources model of work engagement. This framework helps explain the interaction between job
demands that are placed on employees and the job resources that are available for the employee
to complete those job demands in an effective and healthy way. With that conceptual foundation,
the next purpose of the chapter is to detail what is known about job attrition and employee
turnover. The current research study sought to better understand the phenomenon of admissions
counselor turnover so it could educate on what factors are known about the antecedents, causes,
and implications of attrition and turnover in a historical sense. Finally, this chapter illuminates
what is known about the mental and physical condition known as work engagement. The
individual and organizational benefits of a fully-engaged workforce speak for themselves and
provide a fruitful foundational launching point into the present study on university admissions
counselors.
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Job Demands-Resources Model
Background
The conceptual framework of work engagement known as the job demands-resources
(JD-R) model states that work engagement is driven by the interaction between job demands and
resources (Schubert-Irastorza & Fabry, 2014). The central idea is that working conditions
specific to every job and organization can be generally classified as either job demands or
resources (Lesener et al., 2019). Although it originated with industries that dealt specifically with
people, it has now been applied to all occupational settings in order to understand work
environments and their effects on employee well-being and performance (Lesener et al., 2019).
The JD-R model provides a useful theoretical framework to examine the causes and
consequences of work engagement (Demerouti & Bakker, 2011) as it details how job and
personal characteristics influence employee health, well-being, and motivation (Schaufeli &
Taris, 2014).
The JD-R model is currently the most popular framework in occupational health
psychology to study the relationship between job characteristics and job resources (Torenbeek &
Peters, 2017). No matter the working environment confronting the employee, the characteristics
of the environment can always be classified into the two JD-R categories (Bakker et al., 2003;
Demerouti et al., 2011; Torenbeek & Peters, 2017). Job demands have been shown to be the
main causes of burnout, which is defined as the polar opposite of work engagement (Bakker et
al., 2014), leading to poor health and negative organizational behaviors. Resources have been
shown to be the main causes of work engagement, leading to increased well-being and positive
organizational outcomes (Bakker et al., 2014). A favorable combination of work and personal
resources creates a cycle of positive reinforcement that helps employees generate extra resources
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to aid in coping with growing job demands (Schubert-Irastorza & Fabry, 2014). In short, the JDR model allows one to understand, explain, and make predictions about employee burnout, work
engagement, and outcomes (Bakker et al., 2014). High and unfavorable job demands are
positively related to burnout, and high amounts of job resources are primarily and negatively
related to work disengagement (Demerouti et al., 2001).
Job Demands
Job demands refer to the physical, social, or organizational aspects of the job that require
physical and mental effort and are therefore linked with physiological and psychosocial costs
(Bakker et al., 2003; Demerouti, 2001; Lesener et al., 2019). Examples of job demands include
high work pressure, role conflicts, poor environmental conditions, and time pressure (Bakker et
al., 2003). Such demands are primarily responsible for health impairment and burnout due to
exhausting employees’ mental and physical resources (Bakker et al., 2003). In fact, Bakker et al.
(2003) showed that job demands of production workers were predictors of their level of
exhaustion and cynicism and associated with their level of absenteeism.
Job Resources
The organizational factors that keep employees healthy are known as resources
(Demerouti et al., 2001). Resources consist of the physical, psychological, social, or
organizational aspects of the job that help employees achieve work goals, reduce job demands,
and/or stimulate personal growth (Bakker et al., 2014; Demerouti et al., 2001). They also fall into
two groups: job resources and personal resources. Job resources entail the social support of
colleagues and supervisors, performance feedback, autonomy, opportunities for training and
professional growth, and skill variety. Personal resources consist of self-efficacy, self-esteem,
and optimism (Bakker et al., 2011; Lesener et al., 2019; Schubert-Irastorza & Fabry, 2014).
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Job resources were found to be the most important and powerful predictors of work
engagement and commitment (Bakker et al., 2003; Bakker et al., 2014). The key resources that
predict engagement were task variety, task significance, autonomy, social support from
colleagues, a strong relationship with the supervisor, and transformational leadership (Bakker et
al., 2014). When the work environment lacks resources, employees cannot reduce the stress of
high job demands and, therefore, cannot achieve their goals (Demerouti et al., 2001). Employees
who can draw upon high levels job resources and personal resources are more motivated to do
their job, feel a stronger commitment to their organization, and exhibit less absenteeism than
their counterparts (Bakker et al., 2003).
JD-R Summary
To summarize, the JD-R model conceptualizes burnout as a result of two processes: a
high number of demanding aspects of work, which lead to overtaxing and exhaustion and a low
number of resources with which to meet those rising job demands (Demerouti et al., 2001).
When job demands are high, employees exhibit high amounts of exhaustion. When job resources
are low, employees exhibit high levels of disengagement (Bakker et a., 2014). When both of
those scenarios are true at the same time, burnout occurs (Bakker et al., 2011; Demerouti et al.,
2001). To put it succinctly, according to the JD-R model, job demands predict burnout and job
resources predict work engagement (Lesener et al., 2019).
Attrition and Turnover
Turnover intent is the process that begins when an employee reflects on the possibility
that he/she will change jobs within a certain time period (Dhanpat et al., 2018; Sousa-Poza &
Henneberger, 2004). It entails the entire process of desiring, considering, planning, and preparing
the best way and time to leave a job (Shahnawaz & Gosami, 2011). It reflects the probability that
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someone will change his or her job within a specific time period (Sousa-Poza & Henneberger,
2004) and leads up to the actual step of leaving the organization, which is called turnover (Ganji
& Johnson, 2021). Employee turnover is the organization’s actual inability to retain their
employees (Dhanpat et al., 2018).
The entire turnover intent process consists of several phases that an employee transitions
through en route to ultimately leaving the organization. The chronological stages start with the
employee’s inactive search to see what other jobs are currently open and they end with their
decision to leave the organization (Ganji & Johnson, 2021). The intention is solely the
employee’s decision to leave in order to look for another job in the near future (Dhanpat et al.,
2018). Turnover intent has been shown to be the post powerful and predictive antecedent of
actual turnover (Ganji & Johnson, 2021).
The Cost of Personnel Turnover
No matter the type of organization or business, turnover is a significant problem and is
common in every type of organization and at every organizational level (Yin-Fah et al., 2010). It
is also extremely costly for the organization due to the high cost of termination, advertising the
open position, recruitment of new talent, selecting the talent, and hiring (Abbasi et al., 2008;
Gallup, 2019). In fact, U.S. business is losing up to $1 trillion dollars every single year to
voluntary turnover (Gallup, 2019). In 2017, the turnover rate in the United States was 26.3%, and
the cost of replacing an employee ranged from one-half to two times the employee’s annual
salary (Gallup, 2019). To put that in perspective, an organization of 100 employees providing an
average annual salary of $50,000 could have replacement costs of up to $2.6 million every year
(Gallup, 2019). Since it is estimated that an employee will change jobs seven times in a career
lifetime (Jo, 2008), it is clear that turnover rates are incredibly disruptive and costly to the
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organization (Figueron, 2015). Contributing to this alarming number of organizational costs are
the hidden costs of turnover. Hidden costs of turnover include the reduction of productivity, skill
drain, and poor morale for the employees who remain with the organization (Figueron, 2015; Jo,
2018). When the context of a highly competitive and tight labor market is added to the budgetary
and hidden costs of turnover, the majority of organizations simply cannot survive the loss of
good people (Gallup, 2019).
Voluntary turnover is harmful for organizations because the loss of employee talent
represents massive potential costs for the organization in terms of losing valuable human
resources and the interruption of organizational activities (Sousa-Poza & Henneberger, 2004).
Turnover can lead to direct and indirect costs to the organization, such as loss of business and the
associated revenue, less available services to the client, decreased morale, lack of commitment of
the remaining employees, and frequent absenteeism from the remaining employees (Agarwal &
Sajid, 2017; Gallup, 2019). According to Frank et al. (2004), the most important organizational
factors affected by the turnover of the human resource are the loss of organizational knowledge,
employee morale, additional training costs, poor customer service, higher amounts of stress, low
productivity of the remaining employees and a loss of profitability. Since it internally leads to
low team morale and externally leads to the loss of customer relationships, when it comes to
losing good talent, turnover is another way of saying, “You just lost the future” (Gallup, 2019).
The negative ramifications of turnover intent and ultimately turnover are especially felt in
sales-driven organizations. The detrimental effect of high salesperson turnover has widespread
implications for the organization, because the salesperson is actively involved in the
relationships with customers that begins with customer acquisition and continues through
customer retention (Sunder et al., 2017). Research has estimated that U.S. corporations spend
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nearly $800 billion annually incentivizing the sales force and another $15 billion annually in
training the sales force (Zoltners et al., 2008). However, even though it is obvious that sales
organizations spend large amounts of money attracting, training, and incentivizing sales talent in
order to retain it, salesperson turnover continues to be an alarming problem with a turnover rate
of nearly 35% (Badrinarayanan et al., 2021).
This high level of turnover renders the high amounts of spending on these employees as
somewhat wasteful and useless (Sunder et al., 2017) because when someone quits, customer
relationships could be harmed and concern arises on who should replace the salesperson
(Badrinarayanan et al., 2021; Sunder et al., 2017). Losing these major points of contact with the
customer jeopardizes the customer relationship with the organization and leads to a loss of
revenue through the loss of customers and the loss of investments made by the firm in the
training of the talent (Sunder et al., 2017). Also, not only are there major costs associated with
recruiting and training a new hire, the organization also loses the time required for the new
salespeople to establish themselves as the representative of the firm to the customer (Sunder et
al., 2017). Suffice it to say, lower turnover rates are beneficial to any organization, and especially
those that are sales-driven, as it reduces the cost of recruitment, selection, and training of new
employees and increases employee loyalty and organizational commitment that leads to
improved organizational performance (Abbasi et al., 2000). When an organization loses its best
people, it also loses its reliable winners, its continuous innovators, and its most successful
problem solvers (Gallup, 2019).
Antecedents of Turnover Intent
Several frameworks for organizing the multiple factors that lead to turnover exist.
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Sousa-Poza and Henneberger (2004) organized the factors into the three overarching categories
of demographic characteristics, job characteristics, and subjective characteristics. The
demographic characteristics that affect turnover intent include sex, age, whether one is married,
and the amount of schooling one has attained (Sousa-Poza & Henneberger, 2004). The job
characteristics include working time, union membership, whether one is a public or private
sector employee, the position in the company, the presence of flexible work practices, and
income (Sousa-Poza & Henneberger, 2004). The subjective characteristics that influence
turnover include job satisfaction, job security, advancement opportunities, and organizational
commitment or firm pride (Sousa-Poza & Henneberger, 2004).
Another way of conceptualizing the copious reasons employees engage in the process of
turnover intent is by splitting the reasons into the categories of own effects and peer effects
(Sunder et al., 2017). Own effects are specific causes of turnover that arise out of the individual
considering the turnover. Sunder et al. (2017) propose three separate self-drivers of turnover:
past performance, customer satisfaction, and goal realization behavior. Peer effects are those
causes that are external to the person considering the turnover and are focused on one’s peers in
the organization. Peer performance variance, the difference between the achievements of one’s
peers and his/her own and peer turnover intentions, the voluntary turnover of one’s peers, both
aid in one’s intent to leave the job.
No matter how one conceptualizes the categories of turnover antecedents, studies have
shown the main causes that lead to voluntary turnover. Issues affecting employee turnover
include job satisfaction, organizational commitment, person-organization fit, perceived
organizational support, and the relationship with the leader (Dhanpat et al., 2018; Wang et al.,
2014). Smit et al. (2015) also note that turnover intent decisions may be initiated by job
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satisfaction that is caused by work conditions, such as lack of work-life balance, dissatisfaction
with one’s pay, poor leadership, and lack of advancement opportunities. In Jo’s (2008) study of
higher education administrators and their intent to depart the organization, she found the key
antecedents were dissatisfaction with the relationship with the supervisor, lack of recognition,
limited advancement opportunities, and low amounts of job satisfaction. This finding is
especially important for this proposed study because of the context of higher education. The
proposed study sought to answer whether the same antecedents are present in higher education
frontline staff as Jo (2008) showed in higher education administrators.
Organizational Commitment. One key antecedent to turnover intent is the level of
commitment one feels toward the employing organization (Agarwal et al., 2017; Figueron, 2015;
Sousa-Poza & Henneberger, 2004). Agarwal (2017) and Yin-Fah et al. (2010) showed a negative
relationship between organizational commitment and employee intent to turnover. Sousa-Poza
and Henneberger (2004) showed that personal attitudes toward organizational commitment were
the key determinant of turnover intention. Figueron (2015) showed that turnover intentions were
the strongest at the beginning of one’s time in the organization, and as one’s tenure grows, so
does their level of organizational commitment and their turnover intent lessens. He also showed
that in the higher education context, administrators attributed low organizational commitment to
their intent to turnover. Also, there are strong correlations between measures of organizational
commitment and turnover intent, especially in regards to career commitment (Cohn, 2000). Cohn
(2000) showed that actual turnover and absenteeism were most influenced by career
commitment.
Ethical Work Climate. Dhanpat et al. (2018) attributes the root cause of voluntary
turnover to organizational principles that allow for the unfair treatment of employees. Ganji et al.
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(2021) also show that a key contributing factor to turnover intent is the lack of an ethical climate
in one’s organization. The types of work climates can be attributed to an unethical leader because
exposure to unethical leader behavior increases one’s turnover intent due to the psychological
stress of following an unethical leader (Cialdini et al., 2021). In their empirical experiments
comparing two groups led by ethical and unethical leaders, respectively, Cialdini et al. (2021)
showed that exposure to unethical leader behavior increased group members’ likelihood of
leaving the group. Members who remained in the group with an unethical leader were more
likely to cheat their remaining group members in subsequent tasks in the experiment (Cialdini et
al., 2021). People have been shown to prefer working in environments with practices that are
congruent with their own values and ideas of what is important (Cialdini et al., 2021).
Job Stress. Another key antecedent of turnover intention is the amount of stress present
in one’s job. As stress increases, so does one’s turnover intent (Agarwal & Sajid, 2017; Dhanpat
et al., 2018; Yin-Fah et al., 2010). For starters, job stress is an important factor in affecting one’s
organizational commitment. As one’s level of stress increases, job satisfaction and organizational
commitment decreases (Yin-Fah et al., 2010). Also, the stress of inflexible work policies and
work-family conflict adds to one’s level of job stress, and therefore one’s turnover intent
(Agarwal & Sajid, 2017). Another cause of job stress leading to turnover intent is a mismatch
between an employee’s knowledge and skillset and the job demands. When employees lack the
necessary skills to perform the assigned jobs, it leads to high amounts of job stress and
dissatisfaction, ultimately leading to higher turnover intent (Dhanpat et al., 2018). Another key
cause of stress is the emotional exhaustion that results from excessive job demands. Sousa-Poza
and Henneberger (2004) showed a strong correlation between stressful emotional exhaustion and
voluntary turnover.
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Peer Effects. Sunder et al. (2017) have shown that the voluntary quitting of one’s peers
in the sales industry has a positive and significant impact on one’s intent to turnover. Based on
social identity theory, employees constantly compare and rate themselves as an evaluation
against their peers in the organization (Sunder et al., 2017). In organizations with similar
employee performance across the board, employees feel less challenged and are less motivated
(Miao et al., 2007). High voluntary turnover of one’s peers leads to a propensity of looking for
better opportunities outside the organization and involuntary turnover of one’s peers leads to a
distrust of management, which also causes employees to look elsewhere for opportunities
(Sunder et al., 2017).
Pay. Another antecedent to turnover intent is compensation. Base pay has been shown to
be positively related to organizational commitment and willingness to stay (Dhanpat et al.,
2018). Singh and Loncar (2010) showed that organizations that pay below market rates have a
higher difficulty retaining employees, and Alterman et al. (2021) showed that organizations that
practice pay communication procedures, such as pay secrecy, create an atmosphere of high
voluntary turnover.
Job Satisfaction. According to Sousa-Poza and Henneberger (2004), the largest
correlation with turnover intention was with job satisfaction. Job satisfaction is an affective
reaction to work that indicates an employee’s positive attitude (Zhang & Li, 2020).
Organizations that fail to offer job-crafting capabilities and positive work environments
contribute directly to low levels of job satisfaction, which in turn leads to high turnover rates
(Zhang & Li, 2020).
Lack of Perceived Career Opportunities. Dhanpat et al. (2018) showed that a lack of
opportunities for employee growth leads to job dissatisfaction, which leads to employees leaving
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to seek more challenging growth opportunities. Rasheed et al. (2020) found that when perceived
career opportunities are low, employees will seek to find careers outside of their current
organization.
The Call Center Context
One organizational context that is very similar to that of a higher education admissions
office is a sales team call center. As discussed, a great deal of the duties of an admissions
counselor involves communicating with interested students and their parents on the phone. The
applicant pool is very similar to a sales funnel in any other sales context—the admissions
counselor works the phones in order to push prospective students down the funnel and closer to
doing business with the university.
In Dhanpat et al.’s (2018) study on the turnover intent for employees in a call center, they
found several of the above antecedents present. For starters, a call center’s environment can be
described as having high amounts of work pressure and high workloads, which leads employees
to long work hours and conflicts with work-life balance. It also has the potential of leading to
stress-related exhaustion. On top of that, call center employees are seen as short-term talent with
no job security or growth opportunities. Call centers also employ younger individuals, who are at
the beginning of their careers and who earn low salaries as frontline, entry-level employees. As
discussed, high stress, work-life imbalance, lack of growth opportunities, low organizational
commitment and low salaries all are factors that contribute to high amounts of turnover (Dhanpat
et al., 2018).
Higher Education Context
In the past decade, the role of admissions counselor in higher education has undergone
major changes. For starters, they have become one of the most important factors in the
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university’s bottom line as they represent the sales and marketing side of the higher education
operation (NACAC, 2014). At the outset of the profession, the job consisted of solely counseling
students. Now, the job entails crunching recruiting numbers, understanding data, and
understanding the counselor’s role in marketing the institution (NACAC, 2014). The success or
failure of the university admissions office usually determines the institution’s financial wellbeing. However, for the last eight years, college enrollments have been on the decline (Stichter,
2020). One can imagine, then, that the competitive nature of the recruiting world has increased
with even more pressure placed on higher education admissions offices to deliver a strong class.
Christian Higher Education Context
Christian universities have even more challenges regarding enrollment declines and talent
retention in their admissions offices. On the staffing side of the equation, in 2020, institutes of
Christian higher education saw a decrease in staff sizes year over year (North American
Coalition of Christian Admissions Professionals [NACCAP], 2020). Those decreased staff sizes
also led to 85% of NACCAP member schools not achieving their enrollment goals for that fall
semester. Another issue is that the cost to recruit students to Christian universities, which
includes what is spent on recruiter travel, publications, direct mail, and other types of advertising
(NACCAP, 2020), is on the rise. For 2020, Christian universities spent $3,854 per student in an
effort to recruit them to their institutions, a 7% increase over last year. So, admissions staffs are
decreasing, the cost to recruit students is increasing, and Christian universities are not hitting
their enrollment goals. In these challenging times, it is paramount that enrollment leaders of
Christian university admissions offices understand the interplay of burnout and work
engagement in an effort to create as effective of a recruiting operation as possible.
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Leader Role in Assuaging Turnover Intent
Research shows that 52% of voluntary turnover could have been prevented by the leader
or the organization (Gallup, 2019) giving evidence to the popular adage that “employees don’t
quit their jobs, they quit their bosses” (Badrinarayanan et al., 2021, p. 39). Leaders have a
significant role in affecting whether an employee stays or leaves, and the majority of exiting
employees surveyed by Badrinarayanan et al. (2021) stated they would have stayed with the
organization had the leader done something to prevent them from quitting.
Corporations that educate leaders on the effect they can have on employee turnover and
talent retention gain a competitive advantage in the marketplace (Dhanpat et al., 2018). One
thing organizations need to do in order to prevent unnecessary turnover is to introduce innovative
human resource practices as strategies to retain employees. Dhanpat et al. (2018) state that
practices, such as offering a safe and healthy working environment, competitive compensation
and benefits, and allowing flexible work opportunities, are ways that leaders can discourage
turnover. Also, Gallup (2019) notes one way to remedy the massive cost of attrition is for leaders
to have frequent, meaningful conversations with employees about the employee’s frustrations,
goals, and career desires.
Managers who exhibit leadership worthiness—the competence, charisma, and character
that employees long to follow—also decrease the amount of turnover in their organizations
(Badrinarayanan et al., 2021; Thompson et al., 2008). Competence entails the leader’s
knowledge, skills, and abilities. Charisma comprises the ability to articulate goals and motivate
followers through inspirational leadership. Character corresponds with leaders who are
consistent with their words and their actions (Badrinarayanan et al., 2021). Salespersons who
perceive their bosses as possessing high amounts of those desirable leadership qualities are more
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likely to stay with the organization (Badrinarayanan et al., 2021). In other words, leaders who
exhibit leadership worthiness create a “pull-to-stay” effect on their followers, which curbs
turnover intention through the genuine relationships built between them. The opposite effect
caused by unethical leadership has also been shown. Cialdini et al. (2021) showed that
employees whose leaders engaged in unethical behavior reported higher levels of stress and
higher amounts of turnover intention.
Another way leaders have been shown to assuage turnover intent is to create a climate for
proper and frequent feedback (Cianni & Guddy, 2012; Dhanpat et al., 2018; Kashyap &
Rangnekar, 2014). Regular and fair performance appraisals and professional development
planning aid in better retention of employees (Kashyap & Rangnekar, 2014). Consistent
feedback also increases an employee’s perceived level of organizational support, which in turn
decreases turnover intent (Dhanpat et al., 2018), as the focus switches from monetary factors to
intrinsic ones that have more staying power over the employee (Cianni & Gundy, 2012). When
leaders employ effective retention strategies, employees become highly satisfied and motivated,
which leads to higher productivity and decreased turnover intent (Dhanpat et al., 2018).
Work Engagement
The concept of work engagement has received a great deal of interest in the motivation
literature over the last 30 years. Employees who are engaged in their role at work tend to be
more psychologically present when occupying and performing their assigned organizational roles
(Kahn, 1990). When employees are more psychologically present, they are more attentive,
focused, and connected in their role performance (Saks, 2011). They are also more highly
engaged than their disengaged counterparts in their willing investment of their hands, head, and
heart (Rich et al., 2010) in the completion of their work. People vary in the extent they draw on
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themselves in their completion of their work, but those who are engaged keep themselves
strongly within the role they are executing (Saks, 2011).
A problem arises, however, for leaders of organizations when confronted with how many
of their employees are actually fully engaged in their work. Despite the clear importance of an
engaged workforce, Shuck et al. (2011) hypothesize that less than 30% of the global workforce is
engaged, and the number keeps declining (Roof, 2015). Bersin (2014) found that only 13% of
worldwide employees are fully engaged at work and that twice as many are so disengaged that
they spread their disengagement to other employees (Osborne & Hammond, 2017). According to
Osborne and Hammond (2017), the disengaged workforce is typically costing U.S. corporations
$350 billion annually.
Definition and History
Kahn (1990) first coined the terms personal engagement and personal disengagement
when performing his grounded theoretical framework of self-in-role, which states that people
either choose to put themselves into or withdraw from specific task behaviors. He initially
defined personal engagement as the ability of organizational members to harness their full selves
into their work roles. They fully invest physically, cognitively, and emotionally during their
work performances and express themselves in a positive manner within their working roles
(Kaur, 2017; Radic et al., 2020; Saks, 2011). Engagement is essentially the ability of employees
to express their true selves in task behaviors that promote connections to their work and other
members of the organization and contribute active, full-role performance (Saks, 2011). Kahn
(1990) defined the disengagement of employees as a state of withdrawal from work roles and a
sense of holding back their physical, cognitive, and emotional investment (Kaur, 2017; Radic et
al., 2020; Saks, 2011).
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Later studies placed engagement as the diametrical opposite or antithesis of burnout
(Maslach et al., 2001; Roof, 2015; Schaufeli et al., 2002; Shuck et al., 2011). Burnout, succinctly
defined here as a state of chronic exhaustion and a cynical view of one’s work and task behaviors
(Maslach et al., 2011), would be directly opposed to the positive, fulfilling, and powerful state of
mind consisting of vigor, dedication, and absorption in one’s work that is characteristic of work
engagement (Schaufeli et al., 2002). Vigor can be characterized by an immense spirit and
psychological adaptability and high levels of energy and mental resilience while working (Radic
et al., 2020; Saks, 2011). Dedication consists of a strong feeling of importance and focused
interest on completing tasks with devotion and experiencing a sense of significance, enthusiasm,
and challenge (Radic et al., 2020; Saks, 2011). Absorption is described as a cheerful, engrossed,
and concentrated preoccupation with one’s work (Radic et al., 2020; Saks, 2011). Engagement is
not a dynamic state that ebbs and flows but one that is persistent and pervasive and affects the
entire mindset of the engaged employee (Schaufeli et al., 2002). In engagement, fulfillment
exists in contrast to the voids that cause people to feel empty during burnout (Bakker et al.,
2014).
Team members in an engaged state are fully immersed in their work and possess the
sense that time flies while performing task behaviors (Saks, 2011). Engaged workers show high
levels of positive energy, diligence, and determination to getting the job done, as well as grit and
resilience when setbacks and delays arise (Schubert-Irastorza & Fabry, 2014). Employees that
are engaged in their work are highly satisfied with the work they do and they often take pride in
it. They are often so absorbed and satisfied with it that they find it difficult to leave or disengage
from the job (Schubert-Irastorza & Fabry, 2014). A key differentiator between job satisfaction
and work engagement is that engagement combines elements of high work pleasure (dedication)
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with high activation (vigor and absorption) while job satisfaction is more passive and focused
simply on employee well-being (Schubert-Irastorza & Fabry, 2014). In essence, work
engagement illustrates how employees experience their work: as galvanizing, energetic, and
something they want to spend their time contributing to (the vigor component), as a worthwhile
and significant goal (the dedication component), and as something they are completely engrossed
in (the absorption component) (Bakker et al., 2011).
Antecedents of Work Engagement
Scholars have traditionally classified the predictors of work engagement into two main
categories: situational factors that are specific to the organizational context and individual factors
which are more specific to the employee’s mindset and outlook (Bakker et al., 2014). The most
important and critical predictor of work engagement is the amount of job resources employees
feel they have access to (Bakker et al., 2014). Studies have consistently shown that job resources
facilitate, foster, and predict work engagement (Bakker et al., 2011). Work environments that are
replete in resources foster work engagement, especially when job demands are high (Bakker et
al., 2011). Another factor in the workplace context that contributes to engagement is an
atmosphere of rewards and recognition. With systems in place to reward and recognize
employees for hard work, the atmosphere becomes more harmonious and leads to a higher sense
of work engagement among employees (Osborne & Hammond, 2017). Other contextual factors,
such as career growth and development opportunities, yearly events such as time off, and
bonuses, all contribute to organizational work engagement (Osborne & Hammond, 2017).
In addition to contextual factors such as job resources, personal resources are also a
strong predictor of engagement (Bakker et al., 2014). Self-esteem, optimism, and self-efficacy
help employees face challenges that arise with assured determination. When employees have the
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confidence that their strong effort can help them succeed at challenging work tasks, and those
work tasks then make a positive contribution to organizational goals, engagement follows
(Bakker et al., 2011). The personality of certain employees may predispose them to naturally
perceive their work contexts positively, which allows for a natural vigor, dedication, and
absorption for the task behaviors (Bakker et al., 2014). Engaged employees are highly energetic
and self-efficacious, who take a keen interest in exerting influence over events that affect their
lives (Schaufeli et al., 2002).
Outcomes of Work Engagement
Researchers have viewed engaged employees as critical to global competitiveness (Saks,
2006) and linked to positive organizational outcomes, such as increased customer satisfaction,
profitability, sales, and customer satisfaction (Roof, 2015). Engaged workers demonstrate higher
job performance and are also less likely to suffer from burnout than their disengaged
counterparts (Schubert-Irastorza & Fabry, 2014). Engaged employees enjoy better health, feel
more confident in their work, bring more joy and enthusiasm to others they come in contact with,
and tend to create their own resources (Schubert-Irastorza & Fabry, 2014). Engagement is a
critical element to an organization’s ability to survive and thrive in the ever-growing competitive
marketplace.
The benefits to employers regarding an engaged workforce are clearly shown in the
literature. Employee engagement has been correlated with several positives, such as
organizational commitment, reduced turnover, loyalty, customer service (Salanova et al., 2005),
emotional investment (Saks, 2011), pride in work, and job satisfaction (Macey & Schneider,
2008). Work engagement has also been shown to have a negative effect on turnover intention
and a positive effect on job satisfaction and perceived organizational support (Ganji et al., 2021).
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Engaged employees are going to give higher amounts of discretionary effort in their task
behaviors and also have less intention to turnover (Shuck et al., 2011). Engaged employees were
also found to show higher amounts of organizational citizenship behaviors outside of their
traditional job descriptions (Bakker et al., 2011). Organizations with highly engaged employees
showed increased customer satisfaction, profits, and productivity (Osborne & Hammond, 2017).
The benefits of engagement are not solely on the organizational side. Engaged employees
have been shown to have higher psychological capital and an ability to control and impact their
own work environments in order to create their own resources, which allow them to operate
more efficiently and have happier clients (Bakker et al., 2011). Engaged employees have a sense
of energetic and joyful connection with their work and choose to look at their work as
challenging and fun instead of stressful (Bakker et al., 2014). In light of their positive attitudes,
engaged employees can create their own positive feedback concerning recognition and
appreciation (Bakker et al., 2011). As opposed to a workaholic with an insatiable inner drive to
work, for engaged employees, working is fun (Bakker et al., 2011).
For all of the benefits of work engagement, there are several negative outcomes worth
noting. First, in light of high engagement leading to high levels of organizational commitment,
engaged employees were most likely to experience work-family conflict (Bakker et al., 2011).
Also, work engagement could be linked to worse performance in some conditions, such as those
when engagement leads to a level of passion that is distracting to cognitive performance (Bakker
et al., 2011). Engaged employees may also be so engaged in their work that they bring work
home (Bakker et al., 2011). However, when weighing the benefits and limitations to work
engagement, it is clear that engagement is an undeniable dominant aspect of competitive
advantage in the current, competitive, world marketplace (Shuck et al., 2011).
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Leader Role in Work Engagement
Although an employee’s personality and mindset are key antecedents to engagement,
organizational leaders possess the ability to create higher levels of engagement within
employees. In order to create and help maintain their profitability, leaders of organizations must
work diligently to engage their employees (Osborne & Hammond, 2017). Although engagement
seems to be easily spread throughout a team from follower to follower, leaders have a special
role in fostering work engagement in their followers and transformational leadership has been
shown to be well-suited for inspiring work engagement in followers (Bakker et al., 2011).
For starters, an organization-wide commitment to engagement requires incorporating
engagement into the core values of the organization by the senior leaders. Interventions to create
and enhance engagement require a sustained effort that go far beyond good intentions, values,
and cheerleading (Bakker et al., 2011). Well-thought out policies that infuse engagement into
decision making regarding performance management and career development are necessary
building blocks to an organization intent on creating an atmosphere of engagement (Bakker et
al., 2011).
When it comes to what leaders can practically accomplish in the area of follower
engagement, three themes emerged from the literature: rewards and recognition, empowering
employees, and the bond between leaders and followers (Osborne and Hammond, 2017).
Instituting personal goals for employees has been shown to significantly empower them and lead
to strong levels of engagement (Osborne and Hammond, 2017). Leaders can also redesign jobs to
create more engagement by increasing follower job resources (Bakker et al., 2011). Leaders can
also develop social support systems for increased feedback and autonomy in a way to increase
engagement (Bakker et al., 2011). Another way to empower employees is through job rotation
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and changing jobs. This allows for increased motivation and learning stimuli among followers
and higher amounts of engagement (Bakker et al., 2011). Finally, the bond between the leader
and follower can significantly create high levels of engagement. In Osborne and Hammond’s
(2017) study, they found the bond between leader and follower is both an essential element for
engaging employees and a path toward a more profitable organization.
Conclusion
There is no denying the benefits of a highly engaged workforce. Employees that are
engaged are more profitable, exhibit more organizational behaviors, bring more joy into the
workplace, spread that joy to others, exhibit less intention to turnover, create their own work
resources, are intrinsically motivated, and exhibit better sales and job performance than their
disengaged counterparts. Surprisingly, though, only 13% of the workforce are fully engaged,
which is costing the global economy $350 billion annually. Leaders, however, can help assuage
that disengagement with practical, effective tactics to ensure their followers are as engaged as
possible.
Summary of Literature Review
The attrition of a disengaged frontline salesperson is a clear and present problem in the
higher education industry that is severely affecting the organization’s bottom line. The JD-R
model of work engagement is a helpful tool in framing the context that has led to the current
problem. The literature showed that high job demands lead to high levels of employee burnout
and high job resources lead to high levels of work engagement. With that foundational
understanding, the literature on turnover intent showed that turnover is a costly problem and one
that could be controlled in a positive way by several tools within the arsenal of a strong,
relational leader. Finally, the literature on work engagement showed the costs of a disengaged
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employee and then detailed the benefits of a fully engaged workforce. The following chapter will
detail the methodological tools this study used to help answer the current research questions.
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Chapter 3: Research Method
The high turnover rate of frontline admissions counselors in higher education has many
antecedents which have been documented thoroughly in the literature. The annual budgets of
private, Christian institutes of higher education are highly dependent on a successful recruiting
operation, and, as previously noted, a successful recruiting operation is dependent on admissions
counselors building strong relationships with several decision-influencing stakeholders. When
admissions counselor turnover rates are as high as they currently are, it makes the difficult task
of recruiting the next year’s class of students even more difficult. The problem worth studying,
then, is how to create higher levels of work engagement in inexperienced admissions counselors
so that they remain committed to their roles and their institutions for longer periods of time. This
study will seek to answer that question from the perspective of seasoned admissions counselors.
The purpose of this qualitative, multiple case study was to better understand how
enrollment leaders at institutes of Christian higher education can retain higher amounts of one
the university’s most vital resources—their frontline admissions counselors. The study allowed
for a fuller grasp of the antecedents of high turnover of these key frontline employees, but from
the unique perspective of those who are fully engaged in the daily work of university recruitment
as a seasoned counselor. They have been through the same trials and challenges that their
inexperienced counterparts have, but have remained committed and bought in instead of leaving
the job. To my knowledge, this was the first study to focus on their unique perspective as they
help uncover the reasons they have stayed. The focus on seasoned counselors and their
perceptions of work engagement in recruiting unearthed key strategies utilized by their chief
enrollment leaders that increased their levels of work engagement.
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The current chapter details the key components of the study’s data collection and
analysis. First, the chapter details the elements of the study’s research design and method. Then,
the population and reflective sample are discussed. Third, I outline the instruments used for data
collection. Next, the chapter details the data collection tactics used and how the data were
analyzed. To close out the chapter, the ethical considerations, assumptions, limitations, and
delimitations of the study are discussed.
In order to successfully accomplish this purpose, this study featured three key research
questions that guided the entire data collection process. First, the study sought to understand why
seasoned admissions counselors at Christian universities remain committed to their roles and
their respective institutions when the norm is to do the opposite. Second, the study attempted to
understand how admissions counselors at Christian universities describe the nature of their jobs
and the role of work engagement. Finally, the study endeavored to understand how admissions
counselors at Christian universities describe leader actions that contribute to higher amounts of
work engagement.
Research Design and Method
Every type of research has either an implicit or explicit research design (Yin, 2017). The
key role of the design is to provide the logical pathway that connects the empirical data to the
research questions and finally to the study’s conclusions (Yin, 2017). Another way of looking at
the importance of a design is using the metaphor of a blueprint. It features a clear way of getting
from here to there, where here is a set of questions needing answers and there is a list of
conclusions brought about by the study (Yin, 2017). Ultimately, the design will deal with four
main problems: what questions to study, which data are relevant to those questions, how should
those data be gathered, and how should the results be accurately summarized (Yin, 2017). The
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current study will utilize a qualitative research design so that rich descriptions and interpretations
of the phenomena being studied can be assessed in their natural environment (Sousa, 2014).
The choice of method should be based on the problem being studied and its consequences
(Flyvberb, 2006). Specifically, how the overarching research questions are formed provides a
key clue to the aligning of the appropriate research method to be used (Flyvbjerb, 2006; Yin,
2017). Since the present study is seeking specific answers to how and why questions, it is most
appropriate for the author to employ a case study approach to the problem at hand (Yin, 2017). A
case study approach is also the right choice of method when the researcher cannot control the
behavior of the participants, when the contextual conditions are relevant to the study, and feature
predominantly in the conclusions, and when the boundaries between the phenomenon and the
context are not clear (Baxter & Jack, 2008).
Definition of Case Study
There are several helpful ways of conceptualizing what a case study is found in the
literature. For starters, Hamilton and Corbett-Whittier (2013) provide the viewpoint that a case
study should not even be labeled a method of qualitative study. They recommend seeing case
study as an approach or genre of research that strives to explain the complexities of relationships,
beliefs, and attitudes toward a bounded unit utilizing different forms of data collection (Hamilton
& Corbett-Whittier, 2013). As a research genre in the qualitative paradigm, it is reserved not for
large populations but for smaller groups and attempts to answer questions pertaining to context,
relationships, processes, and practices (Hamilton & Corbett-Whittier, 2013).
For Yin (2017), a case study is an empirical inquiry that investigates a specific
phenomenon in a real-life context by addressing the how and why questions underlying the
phenomenon. VanWynsberghe and Khan (2008) describe case study as not being exclusively
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about the case revealing itself as it is about the unit of analysis being discovered or constructed.
The unit of analysis being studied, then, should not be determined at the outset of the research.
Instead, the unit comes into better focus as the research progresses (VanWynsberghe & Kahn,
2008). Case studies can also be grouped into three forms: exploratory, descriptive, and
explanatory. Exploratory case studies seek to collect the data and then look for patterns in the
data. Descriptive case studies set out possible theories to frame the study and research questions
to narrow the focus. Explanatory case studies take the first two forms even further and attempt to
answer the how and why of the issue or situation under study (Hamilton & Corbett-Whittier,
2013).
Since the case study offers an examination of a single example or a class of phenomena,
it cannot provide reliable information on a broader class (Abercrombie et al., 1984). However, it
is useful in the early stages of a study, since it provides hypotheses that can be studied in a large
number of similar cases (Abercrombie et al., 1984). It allows for context-dependent knowledge
to be formed, which allows people to develop from rule-based beginners to subject area experts,
since context-dependent knowledge is at the very heart of expert activity (Flyvbjerg, 2006). Case
studies also offer a superb way for a researcher to gain insight and understanding of a particular
situation or phenomenon (Baxter & Jack, 2008). As a fundamental aspect to the conduct of social
science (Becker & Ragin, 1992), case studies provide substantial amounts of narrative that help
explain the complexities and intricacies of real life (Flyvbjerg, 2006).
Case studies also offer the ability for the researcher to achieve continued proximity to the
studied reality due to continued feedback from the participants in the study. Due to the close
proximity of the researcher and the case being studied, case study often times creates an
environment where the researcher revises their preconceived notions, assumptions, and
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hypotheses about the case (Flyvbjerg, 2006). As a method of answering scientific research
questions in an empirical way, case study effectively and certainly contributes to the cumulative
development of knowledge (Flyvbjerg, 2006).
The Definition of a Case
Next, the unit of analysis that is the focus of the study, also deserves attention and
definition, and there are three key definitions in the literature. Yin (2017) defines case as a
phenomenon in a real-life context when the boundaries between the phenomenon and the context
are not clear. Stake (1995) labeled the defining characteristic of a case as a bounded system that
should be viewed as an object, not a process. Merriam (1998) defined case as a limited, bounded,
integrated system that is delimited for other variables in the context. The case can be a person,
group, or even a specific policy (Yazan, 2015).
In short, the case is the unit of analysis at the heart of the study (Baxter & Jack, 2008;
Yin, 2017). It is a phenomenon of some sort that is happening in a bounded reality by time and
place (Becker & Ragin, 1992). In the classic case study, the case is an individual. However, it
can also be an event or entity other than an individual (Yin, 2017).
What matters is the strategic choice of the case under study because the correct choice of
the case can greatly add to the generalizability of the study (Flyvbjerg, 2006). The desired case
should be a real-life phenomenon, not an abstraction (Yin, 2017). The selection of the
appropriate unit to use for the case by accurately dialing in the research questions for the study.
As the research questions come into clear view and narrow down to a specific interest needing to
be studied, a clear unit should arise (Yin, 2017). Baxter and Jack (2008) noted that one of the
common pitfalls in case study is trying to answer a research question that is too broad, thereby
having too many possibilities for cases and creating too many objectives for the study. The key is
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to place boundaries on a case so that the objective explosion is tamped down. Binding a case can
happen by time and place, time and activity, and by definition and context (Baxter & Jack,
2008). Researchers need to continually ask the question, “What is this a case of?”, as they try to
place boundaries around the key unit of analysis. The less sure the researchers are of the answer
to that question, the better the research may be (Becker & Ragin, 1992). The critical case that
gets selected is the one that can best clearly confirm or irrefutably reject propositions and
hypotheses (Flyvbjerg, 2006).
Process for Performing Case Study
The first step in the case study approach is to choose the correct case as the key unit of
analysis that would drive the study and answer the research questions. Then, it behooves the
researcher to add these additional components to the study: propositions, a conceptual
framework, the development of the research questions, the logic linking the data to the
propositions, and the criteria for evaluating and interpreting the data (Baxter & Jack, 2008).
Specific propositions are helpful in that they increase the likelihood of delimitations and increase
the chance of actually finishing the project. Baxter and Jack (2008) note that the more a study
contains specific propositions, the narrower the study gets to be and the better the chance it
remains feasible.
Multiple-Case Studies
When the researcher desires to study the differences and similarities within and between
cases, a multiple-case study design should be chosen (Baxter & Jack 2008). The goal of a
multiple-case study is for the researcher to replicate the findings across several cases in order to
predict similar or contrasting results. A multiple-case study also allows for different contexts to
be considered and how their specific cases are either similar or different. Since several different
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contexts of similar cases are considered, the findings of a multiple-case study are considered
more compelling, robust, and reliable than their single case study counterparts (Baxter & Jack,
2008; Yin, 2017).
Misunderstandings About Case Studies
Flyvbjerg (2006) listed several misunderstandings about performing a case study that are
worth noting in order to assuage any doubts to the efficacy of the method. First, it is often
assumed that general, theoretical, and context-independent research is more valuable than
content-dependent, practical knowledge. However, since predictive theories cannot be found in
the practical study of human affairs, context-dependent knowledge is more valuable than
context-independent, theory-based research. Second, critics would say that since it is impossible
to generalize from the findings of one specific case, the case study cannot contribute to scientific
development. However, formal generalization is often overvalued and the force of one strong
example is often undervalued. Third, it is erroneously assumed that case study is suited for the
hypotheses step in the process, but other methods are more suited for the actual testing and
measuring of a theory. The truth is that case study can be utilized for both the generation and
testing of hypotheses. Fourth, the case study is assumed to contain bias towards what the
researcher expects to find. However, case study allows for no greater bias toward what the
researcher seeks to find than any other method. Finally, case studies are usually hard to
summarize or to develop general theories. There is merit to this final point: Flyvbjerg (2006)
suggested that case studies should be read as narratives within their specific entity.
The Cases
In this study on the work engagement of seasoned admissions counselors and the
strategies their leaders employ to keep them engaged and retained, each individual seasoned
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counselor was a separate case. As noted, the classical definition of a case study entails a person
occupying the role as the case, and this study was no different. In order to adequately answer the
research questions guiding this study, I desired to gather rich data from each of the seasoned
counselors as unique cases telling his or her story of work engagement. Arising from different
contexts throughout Christian higher education institutions across the country, the findings
generated from these seasoned counselor cases were considered very robust and reliable. The
cases were asked to detail why they are still committed to their roles as admissions counselors
and what their leaders do to encourage and motivate them to retain in the profession.
Population and Setting
As discussed in Chapter 1, tuition-driven universities are those who depend heavily on
net tuition revenue to encompass the majority of their annual budgets. The participants were
selected from several institutions of Christian higher education since they are tuition-driven
universities. Recruited participants for this study met the following requirements: 1) must serve
as admissions counselors at Christian universities and 2) they must have served in their current
role for a minimum of two years. For the purposes of this study, these experienced admissions
counselors were termed “seasoned” admissions counselors.
In order to recruit participants for the study, I disseminated invitational emails to several
Christian university admissions list groupings, including the NACCAP and the National
Association of Baptist Enrollment Personnel (NABEP). I also utilized the social media channels
of Twitter, Instagram, and Facebook to advertise and recruit future participants for the study. The
desire was to recruit a wide network of admissions counselors nationwide to achieve success
with the study.
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Study Sample
The sample for this study on the work engagement of admissions counselors was
generated by purposive sampling methods. Participants selected by this method share a common
element or characteristic that was predetermined by the author of the study, which made the
participants desirable to include in the sample (Guest et al., 2006). As mentioned previously, the
characteristics predetermined for the sample were that they worked as admissions counselors at
Christian universities and had been in their role for at least two years. Christian universities tend
to be tuition-driven institutions heavily relying on net tuition revenue from enrollment and
therefore have a strong need for an effective team of admissions counselors. Focusing on
gathering data from seasoned admissions counselors allowed me unique insight into the thought
processes of these rare members of the higher education landscape. Since there are so few of
them that persist in their role as admissions counselors into their third year and beyond, their
perspective on motivation, leader actions, and work engagement was invaluable to answering the
research questions and allowing practical tips for enrollment leaders seeking to engage and retain
more of these university assets in the future. Their unique vantage point allowed for gathering
data with a more global view since they have been in the field longer. Each of the seasoned
admissions counselors were a separate case in this multiple-case study research design.
The size of the sample should, theoretically, continue to expand until the point of
theoretical saturation has occurred, but this is usually not an option in a practical sense (Guest et
al., 2006). For qualitative, interview-based studies, Guest et al. (2006) recommended at least 12
participants so that data saturation could occur. Since the goal of this research was to synthesize
shared perceptions and beliefs of a rather homogenous group of seasoned admissions counselors
(Guest et al., 2006), I estimated that approximately 12 research participants would be needed to
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achieve data saturation. Ultimately, it took 11 research participants for data saturation to occur in
the study.
Instruments, Data Collection, and Analysis Procedures
Interviews
The key data collection instrument in a qualitative research design is the researcher
himself (Terrell, 2016). Qualitative researchers have many data collection means at their
disposal, including interviews, document analysis, and participant observation. Interviews were
the primary data collection instrument for this study. Using the interview technique is preferred
due to its ability to provide profound perspectives pertaining to participant experiences and
viewpoints about specific topics (Turner, 2010). As Kvale (2008) noted, if one wants to
understand how people experience and interpret their lives, all it takes is sitting down to talk with
them. Since the goal of multiple-case studies is to answer the how and why of the issue or
situation under study (Hamilton & Corbett-Whittier, 2013), utilizing interviews to gather data
was an appropriate data collection choice.
For this study on the key distinctives in seasoned admissions counselors and why they
chose to stay with the organization, the interview protocol was a general interview guide
approach. This approach allowed for a high amount of structure with the added benefit of
flexibility in its composition (Turner, 2010). The strength of this interview approach was that it
allowed me to gather the same general types of information from every participant. It allowed for
more focus than the conversational approach but also allowed for freedom and adaptability
during the structured interviews to allow for creative ways to gather more data (Turner, 2010). I
also utilized tactics from narrative interview style in order to elicit stories with specific plot and
structure (Kvale, 2008) from seasoned counselors as they described their perceptions of
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possessing high amounts of work engagement. Narratives are one way in which individuals
organize and assign meaning to experiences (Kvale, 2008) and that style of interview would
ultimately benefit the data’s level of quality. All of the interviews were performed and recorded
via Zoom computer software and transcribed verbatim after the fact by me in order to produce a
narrative to analyze (Gill, 2014). The interview protocol I used can be found in Appendix A. I
engaged in one round of pilot testing of the interview protocol before officially utilizing it to
gather data to ensure it achieved the desired effect.
Research Participants
Eleven admissions counselors who had been in their roles for a minimum of two years
without a promotion consented to participate in this study. These 11 were the result of hundreds
of emails to enrollment leaders in the Christian higher education arena throughout the United
States. I initially sent the study parameters to each of the university’s directors, deans, and vice
presidents soliciting their frontline admissions staff members who fit the parameters. Due to the
requirement of a two-year tenure in order to participate, this made the process for finding
participants like searching for the proverbial needle in a haystack. Ultimately, 11 seasoned
counselors participated in one 60-minute Zoom interview and several submitted meeting minutes
and email exchanges with their supervisors. The IRB Approval letter giving me permission to
recruit these participants can be found in Appendix D.
The years of admissions experience exhibited by the participants in the study ranged from
two years to six years and the mean for the final participant pool was 3.3 years. All but one of the
participants graduated from the university they were representing and most were either finishing
or had completed a master’s degree at their respective institutions. Eight of the 11 were married
and four participants had children. The undergraduate majors of the participants varied but there
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was a slight prevalence of communication degrees represented. There also was a prevalence of
the admissions counselor role not being the participants’ first job out of college. Seven of the 11
participants had one job before admissions and one had two. Table 1 shows the overview of the
key metrics tracked per participant. These data were tracked and catalogued in order to allow
commonalities to arise, which would then begin to allow enrollment leaders the ability to create a
profile of a seasoned admissions counselor. Although not generalizable, this profile could then
begin to inform enrollment leaders’ future hiring practices.
Table 1
The Profile of the Study Participants
Name

Tenure Alum? Major

Sex Age Married? Kids? Master’s? Jobs
before?
M
25
Y
N
N
1

Daniel

3

Y

Commun.

Mark

2

Y

Bible

M

24

Y

1

Y

0

Aaron

5

Y

Commun.

M

26

Y

N

Y

1

Christian

6

Y

Economics

M

28

Y

1

Y

0

Rosie

5

N

Commun.

F

29

Y

1

Y

1

Lindsey

2

Y

Exer. Sci.

F

24

N

N

Y

1

John

4

Y

Business

M

27

Y

N

N

1

Paul

2

Y

Commun.

M

25

N

N

N

2

Anna

2

Y

Commun.

F

23

N

N

Y

0

Tori

3

Y

Pol. Sci.

F

28

Y

N

Y

1

Tom

3

Y

Bible

M

32

Y

3

Y

1
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Data Analysis
Once the data from the general interviews and document analysis were collected, the data
analysis portion of the study commenced. Coding, the process of assigning a word or short
phrase that connotes “summative, salient, essence-capturing and/or evocative attributes for
portions of language or visual data” (Saldaña, 2015, What is a Code section), was the first step in
the process. The goal of the code was to translate or symbolize data by attributing interpreted
meaning to each piece so that pattern detection, categorization, and theory building can
commence (Saldaña, 2015). Since coding is not an exact science, but an interpretive act, the goal
of the code was to capture the primary essence of each datum (Saldaña, 2015).
The first coding cycle featured the in vivo coding technique where the terms and themes
arose from the text itself (Saldaña, 2015). Using the direct language of the participants, I
highlighted key, repetitive words and phrases from the interview transcripts and the interoffice
communications and meeting minutes that continually arose from reading the interview
transcripts. I listened to the interview, read the transcripts, and was attuned to the words and
phrases that seem to be boldfaced or italicized. These words and phrases became the actual
codes. One word or a short phrase was attached to each paragraph of the interview transcript and
a total of 64 codes were employed. The benefit of this coding technique was that I was allowed
to trust my instincts to select the appropriate code that best described the meaning being
conveyed (Saldaña, 2015). One word or a short phrase was attached to each paragraph of the
interview transcript and a total of 64 codes were employed.
Then, the second coding cycle entailed the process of pattern coding. As mentioned
previously, pattern coding involves explanatory codes that pull together large amounts of
meaningful material under one umbrella (Saldaña, 2015). Similarly coded data from the first
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cycle were brought together in an attempt to consolidate large amounts of data into manageable
common themes (Saldaña, 2015). To accomplish this, I cut out paragraphs from interview
transcripts that featured codes that were established in the in vivo phase and then began to group
similar codes together in what resulted in 37 master codes.
Following a thorough coding process, content analysis was performed on the master
codes to quantify the specific themes that arose. Once the data were clearly quantified, similar
themes were brought together through the process of categorization. Next, the themes were
condensed by the process of meaning condensation in which I arranged the groups of data into
stacks assigned to each research question. This process allowed me to shorten the meanings
expressed by the participants into shorter, easier to categorize phrases (Kvale, 2008). Then, I
performed meaning interpretation to make sense of what was just uncovered (Turner, 2010). To
avoid the danger of treating each data source of the multicase study individually and reporting
the findings separately (Baxter & Jack, 2008), cross-case synthesis was then performed to
aggregate the findings across the entire series of individual studies (Yin, 2017). Synthesizing the
key issues related to the research questions helped avoid the pitfall of being distracted by the
copious amounts of interesting data being collected by the case study (Baxter & Jack, 2008).
Those stacks of categorized master codes ultimately became the themes reflected throughout the
rest of this chapter. Once each research question had a sufficient amount of data under each one,
I performed meaning interpretation to make sense of what was just uncovered (Turner, 2010).
The themes and descriptors that follow in Chapter 4 represent the categorized master codes
established by pattern coding and the initial codes established by in vivo coding, interpreted and
synthesized by research question.

49
Document Analysis
Meeting Minutes. While interviews were the centerpiece of this study, I utilized several
elements of document analysis to better triangulate these three sources of data. In fact, a
hallmark of case study research is the use of multiple data sources to enhance the credibility of
the data (Baxter & Jack, 2008). For the purposes of shedding more light on the office context
that was shared about in the interviews with seasoned admissions counselors, I utilized two
forms of document analysis. This systematic procedure for analyzing both written and electronic
forms of communication (Bowen, 2009) aided me in gathering quality data so that the research
questions can be adequately answered.
To understand the importance of perusing the meeting minutes of admissions office, it is
first necessary to describe the unique nature of an admissions team meeting. During a typical
recruiting season that consists of copious travel throughout an assigned recruiting territory, the
only times the staff gets together to share what is happening on the front lines is in admissions
staff meetings. These are the moments when enrollment leaders have a captive audience and can
show where the team stands in relation to the goals that were set at the beginning of the year.
This is also one of the key moments for enrollment leaders to express the guiding vision that is
setting the direction for the entire team, and potentially the university. In other words,
admissions staff meetings are paramount moments in the careers of admissions counselors that
offer the enrollment leader a chance to assuage burnout and increase the work engagement of the
admissions team.
I drew upon the themes that arose from the meeting minutes as a means to achieve
convergence and corroboration of the themes that arose from the interview data (Bowen, 2009).
Perusing the meeting minutes from the seasoned counselor staff meetings allowed me a fuller
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grasp of the leadership tactics employed. Pairing these with the interview data offered rich
illustrations of engagement tactics on the part of the leader and helped answer RQ3 pertaining to
the role leaders have in creating engagement in their followers.
Emails and Office Notes. Perusing emails, handwritten notes, office bulletin board
material, press releases, and data presentations allowed for interpretation of multiple sources of
evidence to seek a clearer picture of the experience being studied (Bowen, 2009). This third
source of data contributed to a better overall understanding of the ways in which enrollment
leaders communicate motivationally to the participants.
As previously noted, the pull-to-stay effect is based on a leader’s character, competence,
and charisma (Badrinarayanan et al., 2021; Thompson et al., 2008). Perusing the communication
an enrollment leader has with her/his team provided additional clarity to help answer the research
questions that center on why seasoned counselors stay in their role. It allowed me to ascertain
how the enrollment leader communicates elements of mission and vision to the team. It also
helped shed light on how the enrollment leader sets and communicates goals to those in charge
of hitting those metrics. Suffice it to say, perusing documents that are disseminated in an intraoffice manner added to the robust nature of the work engagement picture created by the leader.
Trustworthiness
To ensure the trustworthiness of the findings of this study, several tactics were employed.
First, I ensured the research questions were clearly written with the propositions clearly stated.
Second, the study’s research questions were best answered through the multicase study design.
Third, purposeful sampling to achieve the best possible cases for answering the research
questions was employed. Fourth, I collected and systematically managed the data and then
ultimately correctly analyzed it (Baxter & Jack, 2008).
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I also utilized the triangulation method to draw inferences from multiple data sources as
the phenomena is viewed and explored from multiple perspectives (Baxter & Jack, 2008;
Richards & Hemphill, 2018). The use of interview data, participant observation, and document
analysis all aided in the triangulation process. Reading the emails and handwritten notes from
enrollment leaders to the participants in this study and being an observer to their staff meetings
greatly enhanced the overall picture of the context of work engagement in the participants. I also
utilized an outside peer to assist with the debriefing stage and provide assessment to the entire
research process (Richards & Hemphill, 2018). I also employed the strategy of member
checking, where the interpretations of the data were shared with the participants to allow for
anything needing clarification to be brought to the surface (Baxter & Jack, 2008).
Ethical Considerations
The main ethical consideration was to be aware that interviews are a moral enterprise
(Kvale, 2008). Once private lives are brought to the surface in an interview setting, and then
published in a public setting, ethical issues abound. Kvale (2008) reminds all researchers of the
basic tenets of the American Psychological Association’s ethical principles, which command that
research must contribute both to the science of the field and to human welfare.
To assuage any doubts to the ethical nature of this study, I employed several tactics. First,
the study sought to contribute to the scientific body of literature and to the welfare of
humankind. Second, I procured written, informed consent by each participant in the study. Third,
I actively tried to reduce any and all stress that the participant may have felt while participating
in the interview. Fourth, I kept each participant’s identity anonymous and sought each
participant’s approval that the text was transcribed exactly right. I also ensured that the
participants agreed with the nature of the coding and theming process that occured in the data
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analysis stage. All of the procured data was stored on a password-protected flash drive and it was
not stored with any key identifiable information about each participant. Finally, when publishing
the data, the participants’ identities were kept anonymous by using pseudonyms (Kvale, 2008;
Saldaña, 2015).
Assumptions
I brought an interpretivist paradigm into this qualitative study. The interpretivist
paradigm focuses on meanings people attach to the events or circumstances in their lives. An
interpretivist paradigm assumes the social phenomena assembled by a person can be discovered
by collecting and analyzing conversations and documents (Schensul, 2012). This assumption led
me to focus solely on the meanings that the actual participants placed on their life experiences.
The paradigm assumed that all the necessary information needed to answer the study’s research
questions could be gathered simply from asking participants probing questions that got to the
heart of what they experience.
Limitations
Limitations are constraints outside of the control of the researcher that could potentially
affect the generalizability of the results (Terrell, 2016). For starters, no qualitative research is
generalizable, so utilizing a multiple-case study design is a severe limitation. Another limitation
to the multiple-case study design is a limited number of participants. I estimated that 11
participants would allow for satisfactory data saturation. Another limitation was that the data
gathering process in a qualitative setting like a multiple-case study is heavily based on
interviews. So much of the data gathering is based on how candid the participants feel that day,
other factors that are going on in the participants’ lives that affect their willingness to be
forthcoming, and how honest they think they can be. The in vivo coding data analysis method
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also is a limitation to the study because it is solely dependent on the words and phrases that stick
out to the researcher. Another researcher could comb through the exact same data and come up
with different codes. This means that different researchers combing through the exact same data
could end up at vastly different conclusions.
Delimitations
Delimitations are further limitations placed on the study by the researcher to control
certain factors (Terrell, 2016). In this study, a delimitation was the decision to limit the available
participant pool to institutes of Christian higher education in the United States. Future research
could replicate and expand this study to other types of universities and other countries around the
world. Another delimitation was my choice of interviewing via Zoom computer software. This
choice was based on the convenience of both the researcher and participant, but will not offer the
best chance at seeing the participants in their actual work context.
Summary
Tuition-driven universities depend on a strong enrollment operation to survive. Key to a
strong enrollment operation are seasoned admissions counselors who have built relationships
with key recruiting stakeholders for a minimum of two years. The purpose of this study was to
fully understand what key distinctives exist in a seasoned admissions counselor when compared
to inexperienced counselors at institutes of Christian higher education. To accomplish that
purpose, the research questions that informed the data collection were best answered by utilizing
a qualitative, multiple-case study research design. By utilizing that method, I was able to grasp a
thick description of the work engagement of seasoned admissions counselors by leading them
through a general interview guide approach. This approach allowed for semistructured interviews
to establish consistency but also the freedom for follow-up questions when clarity was needed. It
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also allowed for answers to the how and why questions of the issue or situation under study
(Hamilton & Corbett-Whittier, 2013). The data gathered via the interview process were then
coded, themed, categorized, and interpreted. I also gathered data from other sources, such as
participant observation and document analysis, to triangulate the data in an effort of
trustworthiness. Those data helped answer what makes seasoned admissions counselors different
from inexperienced ones and what contributes to the overall work engagement of seasoned
counselors. The results may help enrollment leaders navigate the complex nature of motivating
their team of admissions counselors and retain them for as long as possible.
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Chapter 4: Results
The purpose of this qualitative, multiple-case study on university admissions counselors
was to ascertain the key distinctives exhibited by seasoned counselors that contribute to their
retention and overall engagement for the job. The study also sought to understand how higher
education enrollment leaders can proactively enhance the work engagement of this highly
valuable organizational resource in order to better retain the talent. Tuition-driven universities
depend heavily on net tuition revenue in order to operate and these individuals are charged with
delivering enough of the right enrollment to meet the needs of the university. Studies in frontline
sales teams and even more limited studies in admissions counselors tend to focus on the reasons
that individuals in those roles turnover at high rates. The current multiple-case study was
conducted to focus on the reasons that certain individuals in the enrollment industry decide to
stay in their roles even in the face of so much turnover among their peers.
Participants for this study were employed as an admissions counselor for a minimum of
two years and had not received a promotion. Using semistructured interviews and content
analysis on meeting minutes and inter-office emails, I explored the reasons they got into the
profession, the keys that kept them coming to work every day and engaged in what they do, and
how their leaders intentionally created more engagement in the counselors’ daily tasks. Each of
the participants were employed at Christian universities across the United States at the time I
interviewed them.
The research questions that guided this study were as follows:
RQ1: Why do seasoned admissions counselors at Christian universities remain committed
to their roles and their respective institutions of higher learning?
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RQ2: How do seasoned admissions counselors at Christian universities describe the
nature of their jobs and the role work engagement plays in their overall job outlook?
RQ3: How do seasoned admissions counselors at Christian universities describe leader
actions that contribute to higher amounts of work engagement?
This chapter begins with an overview of each case (participant) that participated in the
study. Then, utilizing the research questions as the framework, the rest of this chapter explores
the themes that arose after performing content analysis on each of the interview transcripts.
When applicable, I added descriptive templates to aid in summarizing the key themes that arose
during the data collection and analysis phase.
An Overview of Each Case
The first participant of the study was Daniel, a fourth-year admissions counselor from a
Christian university in the South. Like most of his counterparts, Daniel graduated from the
institution that he was representing and that became a major theme in his answers. Not only did
he graduate from the institution, he was a third-generation family member to attend the school.
This provided a strong connection to the values and mission of the university and it was very
motivational for him to represent the university that meant so much to him and his family. Along
with Mark, the second participant, Daniel also underwent a change in leadership during his
tenure as an admissions counselor. This change provided both participants with the unique
perspective of observing one example of poor leadership and one example of strong leadership
during their admissions tenures.
Following Daniel was Mark, a third-year admissions counselor from the same university
in the South that Daniel represented. Like Daniel, Mark graduated from the university and thinks
of his job an honor to be able to represent the place that had such an impact on his life. The key
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that keeps Mark engaged and coming to work every day is the impact he gets to have on high
school and community college students as they make one of the biggest decisions of their lives.
As noted previously, Mark also experienced a change in leadership during his tenure. That
change allowed him to compare and contrast ineffective leadership from his previous supervisor
to the effective leadership of his current boss.
Up third was Aaron, a sixth-year admissions counselor from a Christian university in the
South. Like his predecessors, Aaron graduated from the university that he represented and that
fact strongly affected his engagement for his role. His ultimate motivation is to give back to his
alma mater and he still loves coming to work every day to do just that. He also cherishes the
honor of representing a Christian university because he realizes it is his ministry every single day
to help high school students discover where the Lord is leading them for the next step of their
journey. Also, Aaron had a different job out of college before taking the admissions counselor
role. That previous job allowed him the unique perspective of seeing how good he has it at his
current role when compared to what he was previously doing right out of college. This became a
common theme among the majority of the participants in this study.
Christian, a sixth-year counselor from a Christian university in the South, was the fourth
participant in the study. Like the previous participants, he is an alumnus of the institution he was
representing. He also was extremely mission minded in his desire for the job and his continued
engagement for the role. For him, his role is deeply tied to who God has created him to be. He
gets to show potential students the same place that God used to have a lasting impact on his life.
Since the institution was transformative for Christian while he was a student, it is highly
engaging to get to represent that same institution every day while trying to convince others to
have a similar transformative experience. Christian also contributed quality data regarding the
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strongest threat to admissions counselor retention. His university, as well as every other
university represented, lacked a pathway for upward mobility for admissions counselors and he
had several ideas for strategic changes the entire enrollment industry needs to make in this
regard.
Rosie, the fifth participant of the study, was the only participant not to graduate from the
institution she attended as a college student. She started her admissions career for the university
she graduated from, a midsized public university in the same state, but was drawn to move from
the public university to the private, Christian university in the same Southern state when she
realized there was an opening. Admittedly, she feels less of an engaging tie to the current
university since she did not attend there, but the fact that she represents a Christian university
helps make up for that. She is proud to represent a university that sets a higher standard than the
public universities in the state. She also represented admissions counselors with flexible work
practices as she was the only participant that works from home. Being able to get her job done at
her own pace while also having a family allows her to remain engaged and committed to her role
as an admissions counselor.
Lindsey, a third-year counselor from a Christian university in the South, was the sixth
participant in this study. Like Aaron, the role of admissions counselor was her second job out of
college and that fact allows her to continually remind herself of how blessed she is to not only be
working at her alma mater but also to represent Christian higher education. Since she attended
the university she represents, she has firsthand accounts of how the Lord changes lives there
because that is where she came to know Christ. She feels like she gets to show up each day and
do something for the Kingdom of God and to her, there is nothing more motivating or engaging.
Her strong desire to make an impact on students for the Kingdom clearly keeps her focused and
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engaged in her role. One of her key habits to remind her of her why is to get out of the office and
do her daily work from the campus coffee shop. This puts her in the middle of the current
students where she can not only watch the life change as it occurs, but also contribute to it when
needed. This overarching theme of being student-focused showed up again and again, but it was
most clear from the data collected from Lindsey.
John, the seventh participant in this study, also represented the same Christian university
in the South that he graduated from. John was in his fifth year of service to the university that
meant so much to him as a college student and he cannot imagine working for another
institution. Like the majority of participants in this study, he started out of college working
elsewhere and realized it was not the right fit for him. Once joining the team at his university and
getting the opportunity to represent a Christian university, he realized what a blessing it was to
work for an institution that shared the mission and values that were foundational to his faith.
Central to John’s answers was the fact that the university mission is also prevalent throughout
the entire institution. The president routinely hosts town halls and those meetings always end
with the recitation of the mission statement. From the top to the bottom, everyone at the
university knows their why.
The eighth participant in the study was Paul. He also represented the Southern university
he graduated from. He was in his third year as an admissions counselor at the place that meant so
much to him as a college student. The intentional care and concern for students shown by the
faculty and staff at his university made him want to get a job there one day so he could pay it
forward. Now he is motivated and engaged every day to ensure the next generation of college
students experiences what he got to experience from the institution. He also shares the common
theme with the rest of the participants who are motivated and engaged in what they do because
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they represent a Christian university. This allows him to easily connect with the mission of the
university and motivates him to be a good steward of the institution. Another overarching theme
to Paul’s interview was the intentional culture of care that the leadership team at his university
has created. That culture of care contributes greatly to his engagement for his role.
Representing the same Christian university in the Southwest that she graduated from,
Anna was the ninth participant in the study. Anna was just starting her third year in admissions
and loves pouring into the next generation of college students. She was a student there not long
ago and realizes how pivotal and momentous those college years are for young adults. She saw
how the Lord used the institution to cause so much growth in her own life and is highly
motivated to ensure the next generation experiences the same outcome. She is also highly
engaged in her role due to the fact of being on a shared mission with the entire faculty and staff
of the university. When each person on campus is committed to what they believe, and they are
there to ensure life change occurs for their students, it causes high amounts of motivation in the
employees. Anna also detailed the motivating nature of intra-office games and competitions that
her supervisor utilizes to continually engage the enrollment team.
The 10th participant in the study, as with all but one of the other participants, graduated
from the same Southern Christian university she represented. Tori was in her third year as an
admissions counselor and places a high value on Christian higher education. It was worth paying
extra for in her own life and she cherishes the ability to get to represent something so valuable to
the higher education market. As noted above and a common theme throughout, she feels like the
Lord has placed her in the role so she can impact students’ lives with the gifts the Lord has given
her. Her engagement, motivation, and work ethic are greatly enhanced by knowing that she is
called to work at anything to the best of her abilities like she is working for the Lord. She also
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spoke volumes about how the carefully crafted and strategic goals that her enrollment leaders set
each year go a long way to keeping the team engaged in their work.
As the 11th and final participant, Tom continued to fit the mold of someone who
graduated from the university in which he now represents. He was in his third year of the
admissions counselor role at his Southeastern university and had served in another role right out
of college before coming back to his alma mater. This allowed for his commitment to his
university to be even stronger because he recognized what a difference it makes to represent a
Christian university that shares the same mission and ideals that he does. His supervisors at his
institution also provide a great example of what it means to have a coaching relationship with the
members of the team. The consistent commitment to coaching each employee creates a strong
sense of engagement from the members of the team and ensures that each job demand is met
with the appropriate amount of resources to combat it.
Reasons for Staying
The initial portion of the interview sought to detail why counselors were initially
attracted to the role, how they knew the position was the right fit, and the factors that continue to
keep them coming back to work each day. The interview protocol and specific questions are
detailed in Appendix A. These questions produced several overarching themes and various
subthemes worth noting. Table 2 provides a concise view of the themes uncovered regarding this
first research question.
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Table 2
Themes and Descriptors Related to Research Question 1
Theme
Positive College Experience

Descriptors
Community, giving back, paying it forward

Vocation

Calling, meant to be working with students

Ministry

Impacting the Kingdom, spreading the Gospel

Student Focus

Creating opportunities, seeing the growth in
students, changing lives

Team Community

Liking who you work with, bonding with the
coworkers in the office

Positive Leadership

Good direction but hands-off, friends,
listener, goal-oriented and supportive,
instilled with the right mindset

Seasoned Counselors Enjoyed a Positive College Experience
In order to fully understand why seasoned counselors are still engaged in what they do
for a living, it is helpful to start with the motivations for why they wanted to get in the
admissions arena in the first place. For starters, the counselors interviewed raved about the
experience they had while studying as undergraduate students. Daniel, a participant from a
Christian university in the South, raved about his incredible college experience and his wide
circle of good friends that were made by being involved a great deal during his undergraduate
experience. When a job opened in the admissions office at his university, he knew it was the
right fit for him because he got to promote the university that he loved and deeply cared for. As a
nostalgic person at heart, the ability to “tell stories of [his] own college experience and relive and
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feed off the nostalgia every single day” is what initially attracted him to the job. For Mark, a
counselor in the South, the story is very similar. He was initially intrigued at the opportunity to
serve in admissions because, simply, he loved the school. “I worked as a student worker on
campus during my time there and it changed my life. I could have been an admissions counselor
anywhere, but a big reason I’m an admissions counselor at my university is because it changed
my life.” For Christian, a six-year counselor from a Christian university in the South, he felt
almost compelled by an external force to join the admissions team at the university from which
he graduated. “I have gained so much from my experience as a college student; how can I not
share it?”
Another reason that surfaced as a motivation for working as an admissions counselor is
due to a heartfelt sense of needing to give back to the university that had given so much. Aaron,
a counselor from a Christian university in the South, desired for students to have the kind of
experience in college that he had. As a place that is “very special” to him, his “ultimate
motivation was to give back to [his] alma mater” by promoting the shared culture and values that
had such a lasting impact on his life. For Mark, the profound impact that his university had on
him is something that he wants to pass along to the next generation of college students.
Christian’s university played a major transformational role in his life. “I want other students to
know that it could have the same type of transformation on their life as it did for me.” For John, a
seasoned counselor from a Christian university in the South, what enticed him to the role of
admissions was the fact that “every day I know that getting students interested in my university
could ultimately be a life changing opportunity and experience for them, just like it was for me.”
“I just have a passion for the institution,” raved Paul, a seasoned counselor from a Christian
university in the Southwest. “I really enjoyed my experience there and wanted to pass along the
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same intentional care for students through the recruiting process that my university showed me
out of high school.”
Seasoned Counselors View Their Work as Their Vocation and Ministry
In some of the participants, a distinct view of a vocational calling to the role led them to
take the job. Several were sought out for the role by administration on campus, which only
heightened the view that the Lord was directing the next steps for them to take the role. “I
remember when I was about to graduate, the vice president for enrollment was asking several
people around campus about me and whether I would be interested in the role,” said Mark. Since
he did not have a plan for his next step at the moment, that was a clear sign to him that the Lord
was calling him to this work. “For me, it’s a very missional thing,” noted Christian. “It’s very
tied into who I feel like God has made me to be.” He initially applied for the position knowing
that it sounded fun and that he loved his university. Little did he know at the time that “God was
very involved in knowing this was what he was going to lead me to do.” Anna, a third-year
counselor from a Christian university in the Southwest noted, “There are so many special things
that happen here. Promoting how we live and how we serve one another and how we serve the
kingdom of Christ in our work is really motivational for me.”
One of the key reasons that these seasoned admissions counselors keep coming back to
work is their sense of vocational calling and the ministry aspect of their work. “In my last two
years,” said Aaron, “it has become clear that higher education is my calling.” When asked about
why, he was quick to point out the ways that this job allows for an impact on the next generation
of students. “This is my ministry. I get to have a daily impact on the lives of students, and I feel
like that is what I’ve been called to do.” Mark noted that some counselors see their role as simply
a sales job, but he makes every intention to not let that be his focus: “When you see your role as
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a sales job, it’s sometimes frustrating to deal with students and their parents. But when you see
your role as a service, as your ministry, even, it reminds you of why you do what you do.” “For
most,” notes Christian, “admissions is just a job. The key distinctive for me is the meshing of
calling and missional focus.” Tom, a third-year counselor from a Christian university in the
Southeast, shared that “what drives me is doing something that is ministry related, and this role
allows me to serve a ministry role towards people all the while helping them reach their
educational goals.” “One of my students that I recruited recently had a gospel-centered, faithaltering conversation with the Fellowship of Christian Athletes director at our school,” noted
Tori, a third-year counselor from a Christian university in the South. She continued, “That’s a
perfect example of why I do what I do! Students have gospel conversations here every day and I
get to play a role in that.”
Seasoned Counselors Possess a Clear Student Focus
Another key theme that arose pertaining to why counselors are still in their roles is the
fact that they possess a very student-focused mindset. When asked about key successes over their
first couple years on the job, all of them told stories of being able to impact students’ lives for
their good. Mark told the story of an email that his boss received from a parent who was wowed
by Mark’s willingness to go the extra mile to comfort a student who was stressed about the
college decision. Daniel relayed the story of recruiting an entire group of four siblings to the
university. Once he recruited the first one and realized what great fits the rest of the family
would be at the university, he made it his goal to get all of them enrolled during his tenure.
Lindsey, a third-year counselor from the Midwest, reminisced on the time during her second year
where she walked through the cafeteria and three of her top recruits from the previous year were
all sitting together and seemingly having the time of their lives. “It gave me the confirmation that
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they were made to be here, they were meant to be here, and God wanted them here. I poured
such time and energy into them and to see them all being best friends together is one of my
proudest moments.” She goes on to say that, for her, the students keep bringing her back to why
she loves what she does:
I love when I’m doing the menial tasks of the job and then I get that one student that
shares a story that either brings me to tears or gives me goosebumps. It reminds me that
“this is it; this is why I do what I do.” I’m definitely driven by students. They have so
much potential and they have the whole world in front of them. They have big,
inspirational dreams and I get to help them go accomplish them.
Aaron’s student-focused mindset is evident in the honest way he seeks to recruit students:
“We want to be unashamedly Christian at this university and I want to ensure that each student I
recruit has no doubt of what he is getting into.” His overarching desire and reason for coming to
work is to be able to “touch the lives of students and change their lives by giving them an
opportunity” at the university, but not at the risk of attracting the wrong fits who will not
ultimately succeed at the university. For him, the recruitment of students is about being studentfocused, not solely focused on headcount or revenue goals. For Rosie, a fifth-year counselor in
the South, the students are what keeps her coming back: “I feel I’m called to help people. With
this job you see the help you’re providing because students are so stressed when they’re asking
for your help. I get to see the weight of stress lifted off of students and I love that.” “The Lord
has placed me in a job where I get to impact the lives of students every single day,” noted Tori.
“My job gives me the opportunity to change students’ lives forever,” noted Christian. He
continued, “I want to live a life that matters, giving students the opportunity to experience
relationships, growth, and adventure. In essence, that is college. I want to know that I had an
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impact on students and their discovery process.” For John, this theme shows up in him viewing
his role as a guide: “I love the opportunity I have to guide students and support them and
advocate for them throughout the entire college search process.” “The impact I get to continually
have on students as I provide a personalized approach to guide them through this process is what
continues to motivate me for this job,” noted Paul. Tom added that he “loves getting to
experience that moment when students tell me their goals and then realize it’s possible here at
our university. I love getting to see that look on the students’ faces!”
Seasoned Counselors Feel Blessed by Team Community
Another reason that the participants noted as to why they continue to love what they do is
due to the community that they get to work with. The sense of “liking who I work with every
day” was held by most participants as they told stories of an office culture that remained
attractive, even while experiencing turnover. “I mean, I really do like the people that I get to
come to work with every day,” noted Mark. Later, when asked to show an artifact from his office
that tells a story of why he still loves his job, he produced a framed photo of one of his
coworkers that he keeps on his desk. Although it was placed there initially as an office prank, he
keeps it there as a reminder of the incredible community that he gets to work in. Daniel even
goes so far as to say, “It’s not even the work itself that keeps my coming back, it’s the
community that I work with. I get to work with my best friends.”
However, the team dynamics are not always perfect. As noted earlier, a majority of the
participants are married and some even have kids. This “game changer,” as Aaron called it,
creates an interesting scenario of trying to mesh with everyone else in the office. Since the
typical admissions counselor is fresh out of college and single, a seasoned counselor sometimes
struggles with the office dynamic. However, for Aaron, the key is that he still has “a few guys in
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the office that I certainly get along with and enjoy and I love chatting with those guys during
breaks. They help keep me coming back and enjoying the work.”
Seasoned Counselors Have Experienced Positive and Caring Leadership
Finally, the participants quickly pointed out the strong leadership of their supervisors as a
key reason they continue to come to work each day. Since people do not quit their jobs, they quit
their bosses (Badrinarayanan et al., 2021), it is worth noting here a few of the key themes that we
will return to later in this chapter. Leaders of these seasoned counselors continually strike the
right balance between providing clear direction and being hands-off to allow the counselor to get
the job done. They also are quick to provide a listening ear when needed and help brainstorm
solutions. They are also clearly goal-oriented and supportive in helping their teams accomplish
those goals. Leaders that retain their talent have also instilled the right mindset into their
frontline team. Rosie commented, “The other counselors that I work with who have been in it as
long as me all tend to focus on the positive sides of the job. Instead of focusing on the crappy
pay or the long months of travel, we focus on being able to help students.” Rosie was quick to
thank her leadership for helping instill that servant-hearted mentality.
The Contributors to Work Engagement
The interview then sought to ascertain the variables that lead to higher levels of work
engagement in the seasoned admissions counselors in the study. Again, the specific questions
asked can be found in Appendix A and the common themes and subthemes are listed below.
Table 3 provides a concise list of those themes and subthemes.
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Table 3
Themes and Descriptors Related to Research Question 2
Theme
Christian Higher Education

Descriptors
Faith, practices in the office

Development/training

Conferences, purviews

Alumnus

Connection to the traditions

Mindset

Choosing to focus on positives, realizing the
unique benefits to higher education

Seasoned Counselors Are Honored to Represent Christian Higher Education
The first clear driver of work engagement in the participants was the fact that they all
work at a Christian university. All of the participants are Christians, and working for a Christian
university allowed them, as Aaron described it, the “special and rare opportunity to be employed
in a private, Christian organization where you can freely express your beliefs.” Daniel noted that
it was a special treat to not only like your daily work but to also have your faith intertangled into
every part of it. Lindsey noted that representing a Christian university “actually encourages me
to stay in this job because I feel like I am doing something for the Kingdom. It’s not just
marketing or sales . . . it means something so much bigger than a typical 9 to 5 job.” Tom noted,
“I couldn’t see myself working as an admissions counselor at any other university. I love our
mission and values that we represent as a Christian university and that keeps me engaged in what
I do.”
Another element to driving work engagement in seasoned counselors in the context of the
Christian university is the commitment to Christian practices in the office setting. Participants
commented on staff meetings featuring prayer requests and devotionals. The majority of the
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schools represented by the participants utilize part of their staff meeting time for prayer and
devotion. Mark noted that his office specifically prays for one another as a team during their staff
meetings. Similarly, participants also noted their ministerial role in helping students find the
right fit for them when perusing colleges. To these counselors, their role is not to be a salesman
to raise net tuition revenue but a minister shepherding the next generation of college students to
the place the Lord has planned for them. Tom, who previously worked in the banking industry
before higher education, summed it up like this:
What I like about working as a Christian at a Christian university is that I can add some
of the things I wasn’t able to do at a bank. I can bring prayer in, I can talk about God on a
daily basis, and I can talk about spiritual things with my coworkers and my prospective
students. I think this gives me a release valve because I don’t feel chained or bound by
some of the things that you can’t do when working for secular organizations.
Some offices take it a step further and encourage their entire teams to participate in
chapel services at the university. “One of the things we try and do is get as many of the
admissions team to chapel on campus twice per week. It’s part of our university mission and it
allows us to be involved with our students,” said Anna.
Seasoned Counselors Are Thankful for Development and Training
Participants also spoke volumes on the fact that professional development and training
led to their work engagement. After Aaron’s first full recruiting cycle he was admittedly burned
out and ready for something new. However, his director had other plans and proceeded to take
Aaron and the rest of his admissions team to a summer conference that featured admissions
offices from Christian universities across the Southeast and Midwest. It was at this conference
that Aaron’s engagement and passion for the job was restored. “That conference was really
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fulfilling. I was able to connect with the guys on my team again and remember the root of why
we do this. It fully rejuvenated me and got me ready for the next fall travel season.”
Staff meetings also provided the fertile arena for professional development and training.
Several participants noted that their supervisors used the staff meetings as times when faculty
from across campus would come and train the admissions teams on the nuances of their
programs. They would also receive training for offices such as student life, residence life, and
student employment offices in order that the frontline admissions teams knew enough to sell the
university accurately. Participants also noted the existence of “purviews” or “liaison roles” that
each counselor possessed in order to be more knowledgeable on campus. “Our liaison roles offer
the counselors a chance to build strong relationships with faculty and staff in order to serve our
colleagues well,” Aaron noted. His liaison role of building relationships with the alumni office
on campus has been another boon to his motivation and joy for his job. Mark’s university does a
team retreat each summer that features practical training for the frontline admissions staff.
Seasoned Counselors Cherish Being Able to Represent Their Alma Mater
Another driver of engagement for the admissions counselor role at these institutions is the
fact that 10 out of the 11 participants graduated from the institution they represent. “I think it’s a
little bit different when you have your own experiences and stories to share,” Daniel noted, when
commenting on the benefit of working for your alma mater. “My university had a profound
impact on me, and that keeps me engaged and motivated for the job,” said Mark. “All of our
nuanced and niche events and traditions would be much harder to sell had I not attended my
university,” confirmed Aaron. “But, since I took part in those traditions, they have an even
bigger place in my heart.”
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Seasoned Counselors Possess a Mindset of Gratitude
Several participants also exhibited a grateful mindset that led to higher amounts of
engagement in what they do. John noted that during his first two years on the job, he grew to
appreciate the unique nature of the higher education sector while others tended to focus on the
negatives: “Some counselors see this as a temporary job or a stepping stone to something next. In
my first two years, I’ve realized how much value is in this job. I have so much excitement and
enjoyment in the work we do and the culture and environment in which we get to do it.” He also
noted that other sectors do not have the benefit of time off during spring break, Christmas break,
and other holidays unique to higher education. He was quick to point out that the counselors who
viewed their roles as temporary were continually frustrated about the low pay in higher
education. Seasoned counselors like himself, he noted, were grateful for the work they get to do
every day and for the unique benefits that are not present in other jobs.
Leader Contribution to Work Engagement
Participants were then encouraged to turn their attention to the leader actions that
promote engagement in their team. The focus in this section turned from their intrinsic
motivations and mindsets to the things that enrollment leaders can help control in their followers.
Again, the specific questions asked can be found in Appendix A and the common themes and
subthemes are listed below. Table 4 provides a concise list of those themes and subthemes.
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Table 4
Themes and Descriptors Related to Research Question 3
Theme
Leadership Style

Descriptors
Fun, friendly, structured but hands-off, trust,
support

Equipping/training

Conferences, strategy sessions, providing
solutions

Management

Staff meetings, clear communication,
everyone has a voice

Vision casting

Vision statement, mantras, goal setting

Engagement boosts

Random treats, call-outs, flex time

Enrollment Leaders Practice a Fun and Enjoyable Leadership Style
Behind only their sense of calling to the role of admissions counselor and their mindset of
their role being their ministry, the greatest contributor to the work engagement of the participants
was the leadership tactics of their supervisors. For starters, each of participants noted in some
way that their leaders made the job enjoyable. “Our director makes the job fun!” exclaimed
Daniel. Daniel’s director spent time in several of the admissions office roles before finally
ascending to the director level, and therefore understands how each role contributes to the overall
success of the operation. “Our staff meetings are fun and full of a lot of jokes, but we get a lot of
work done too.” Mark agreed that one of the things that keeps him coming back is the fun, lively
atmosphere that his supervisor creates in the office and in meetings: “Our director does a good
job of keeping a friendly relationship and making the job fun.” Lindsey was quick to note that
she loves the “joy/happy culture” of her office where she feels free to take breaks and talk with
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her coworkers in order to get to know them better: “It doesn’t always have to be about work. It
can be about building relationships, growing toward each other, figuring out how each person
works, and then ultimately working better with them.”
For Aaron, his supervisor’s leadership style is a perfect mix between structured training
and a hands-off approach that trusts that the counselors know what they are doing. He noted that
“our director is pretty hands off. He likes to let the team take its course unless there is something
to intervene with. We get to take the initiative and not be micromanaged.” What stuck out to
Mark regarding his leader’s chosen style was that his leader consistently meets with the members
of the team and goes through each current problem and challenge. Then, instead of leaving the
problem with the team and expecting it to be solved, his leader collaboratively walks through
potential solutions together and communicates clearly the next step. His leader allows the natural
brainstorming process to happen but also gives solutions that she has seen work in the past. This
balance of giving the team enough slack to try solutions on their own while at the same time
providing possible solutions strikes the perfect balance for the team.
Christian also noted that the leadership style of his director is that she never asks the team
to do something that she would not do herself: “She exemplifies everything that we want to be
about at our university.” For Lindsey, the style utilized by her leader is one of trust and support:
“Our director does a fantastic job of always having our back. I always feel so supported by her
and she trusts me to do my job without micromanagement.” John’s director was also supportive
and encouraging even during a time when his enrollment goal was not met. “My first year, I
failed at hitting my established enrollment goal,” he noted. He continued, “However, my
supervisor realized I had given it all I had and was fully supportive and walked alongside me in
the process. I realized I was not always going to hit established goals but that I would always
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have a supervisor that was for me and with me on the journey.” Paul noted that his supervisor
makes it clear in every single one-on-one meeting that he is genuinely cared for: “My supervisor
explicitly places the emotional and physical health of us above the job. Recruiting students to our
university is secondary to us being okay first. The care for us as individuals is so significant to
my motivation for the job.” Tom added that when he makes a mistake, his leader’s natural
response is one of coaching and care: “She seeks to know why the mistake was made and what
we can learn from it. She gets shoulder to shoulder with me and conveys that she actually cares
about me and the work that I do.”
Enrollment Leaders Provide Ample Equipping and Training
Another element to enrollment leadership is the commitment to professional development
for their staffs. As noted earlier, because Aaron’s supervisor was committed to bringing his
entire team to the summer enrollment conference, Aaron regained his joy and engagement for the
job. The professional development is also experienced in a one-on-one setting for several of the
participants. “Our director is consistent with having one-on-ones with everyone on the staff,”
noted Mark. He continued, “We’ll go over numbers, where my funnel is, and then any potential
problems. My boss is always quick to offer solutions to the problems instead of just leaving it at
the problem level.”
Enrollment Leaders are Keen Managers
Another arena that successful enrollment leaders leverage for employee engagement is
their periodic staff meetings. Most of the participants quickly pointed out that their supervisor
creates a sense in meetings where every voice matters and deserves to be heard. “One of our
agenda items each week is called ‘around the table,’” noted Daniel. During around the table,
each member of the team shares anything they want for the good of the team. Mark noted that
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one of the best things about their staff meetings is their collaborative nature. They do not sit in
the meeting and hear solely from the director on each agenda item. Ideas are shared and then the
team gets the chance to poke holes in them and ultimately make them better. “Our ideas are
brought to the table,” said Mark, “and the counselors pick them apart. By doing that, they are
making them better!” Aaron described his team meetings as “very open table . . . there is
consistently open communication and I appreciate that about our leader.” Christian’s institution
has totally reimagined the purpose of staff meetings. Instead of meeting weekly to go over the
week’s to-do list and noting which areas the office is behind in, now they gather daily for the
first 10 to 15 minutes of the day. Christian said, “This is where it all changed for us. Instead of
demotivating staff meetings where we never celebrated victories, now we get encouraged daily
with a short agenda and a check-in with each other. We start the day with some easy, lowhanging momentum.” These types of daily gatherings are helpful for Christian’s team to provide
the why behind what their director is asking them to do.
At John’s university, monthly department wide staff meetings are incredibly engagement
boosting. Each month, as part of the official agenda of the meeting, the entire admissions and
financial aid team play a competitive game together. John said, “This past month our director set
up a fun trivia game. We were split into several teams and the goal was to be with other staff
members that we didn’t know well.” The point of these team games at staff meeting is twofold.
First, the small teams of employees got 15-20 minutes of relationship building time that they
may have never gotten otherwise. Second, the winners of the competition received university
merchandise from the bookstore and lunch gift cards. “It’s fun to come together with other
members of the staff with the ultimate goal of succeeding.” A portion of Paul’s department-wide
staff meetings is reserved for “team shoutouts.” Paul said, “At the end of our meetings, we have
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a time where team members give shout outs to their teammates that have been impactful or have
helped directly with their jobs over the past two weeks.” He noted that these motivational
moments are helpful every two weeks to remind them of why they do what they do.
Enrollment Leaders Cast a Clear Vision
Enrollment leaders who have successfully retained their talent have also been clear in
their vision casting to the team. Aaron noted that every member of the team knows the standard
that they strive to live up to: “From our president through the entry-level employee, we have the
same, clear, concise message—to be the premier choice for Christian higher education in the
Southwest.” He also noted that standing firmly on that foundational belief informs how they
practically do their job on a daily basis: “Our director’s big thing is providing great customer
service. The cost of private higher education isn’t cheap, so we choose to give prospective
students great customer service on the front end and great resources once they’re here.” For
Aaron, everything they strive to do is top of the class because that mindset starts all the way from
the top. A key point in this context is that any sort of vision-casting done by the enrollment
leader needs to be in line with his or her actual character. “Our previous director would try to
give us foundational mission statements to live by but he wouldn’t live them out himself,” said
Mark. He continued, “Our new director provides effective vision-casting for the team because
it’s sincere and honest.” At Christian’s university, the president entertains a monthly town hall
for all faculty and staff. At these town halls, the administration is very transparent about anything
pertinent to the entire organization. In those town hall meetings, the president always begins and
ends with the university mission statement. “At first, it seemed like a coined slogan and a waste
of time. Now, I see it as a strategic attempt to get the entire team on the same page. From the top
of the university and all the way down, the mission statement gets communicated.” For John,
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those town hall meetings with the president signal to the entire faculty and staff that they are all
in it together: “When he meets with all of us once a month to tell us where we’re headed, it
makes us feel like he’s allowing us to a part of what he’s doing and to have a say about what is
done at the university.”
Another key tactic that enrollment leaders used to establish the vision of where the
university is headed is to incorporate effective goals for their admissions teams. For Anna’s
director, this took the form of two separate goals:
At our university our director sits down individually with us and together we make our
enrollment goals for each counselor’s territory. Our director starts those meetings by
saying, “this is where we want to go, and this is the number from your area that will get
us there.” Then, he sets two separate goals for each counselor. The first goal is the
required minimum in order to hit the established budget number. The second goal is our
moon-shot goal. That’s the one that we set if we could shoot for the stars. So, he gives us
two clear goals and sets expectations about where we’re trying to go as a university.
Enrollment Leaders Bless Their Teams With Engagement Boosts
Finally, the enrollment leaders highlighted by the participants in this study all practiced
strategic uses of what I am calling engagement boosts throughout the workweek. Engagement
boosts can be defined as “small, inexpensive, and creative attempts to increase one’s joy and
commitment to their jobs.” One example of a leader employing engagement boosts is allowing
creative uses of flex time. As Aaron noted, “We are all exempt employees who get paid the same
whether we work 40 hours that week or 60. Our director is great about allowing us to use flex
time to make up for some of those long hours.” Another example of an engagement boost came
from Mark’s director. When I was interviewing him, it was right in the middle of a week full of
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events on their campus. During the interview, the director walked in and asked for his Sonic
drink order. He then spoke about all of the creative ideas that his director employs, like blessing
the team with Sonic drinks during busy weeks to galvanize the team toward completing their
goals. For Anna, those creative uses of flex time are tied to creative competitions among the
team as they charge toward reaching their monthly goals. They have monthly goals for the
counselors and the ones who hit their goals get to take one Friday off in the following month and
not use any of their vacation time.
For Daniel, the engagement boosts show up during their weekly staff meetings: “Every
meeting ends with everyone having to share their ‘win for the week.’” The “win” could be
something as simple as reaching the next level in a video game or as impactful as achieving
one’s applicant goal for the year. The key is that everyone leaves the meeting on a high note,
because if you look hard enough, there is always a win, even if they are small. As one can
imagine, competitive sales teams like university admissions offices are also motivated by
competitions throughout the year. “Our director will routinely come up with fun competitions,
such as ‘whoever gets the most apps by the end of the day wins a bookstore gift card,’” noted
Mark. He also was quick to highlight a biweekly email from the vice president of enrollment that
always features a profound quote and then a quick application that helps motivate and engage the
team. In fact, he quoted from memory the most recent emailed quote which noted that “attitudes
are contagious . . . is yours worth spreading?” For Mark, these random pieces of wisdom are just
the enrollment boost needed to keep him focused on why he does what he does.
Another engagement boost practiced by Christian’s university is that the president of the
institution makes a point to know everyone in the admissions office’s names. For our
administration, the admissions office is more important than just being the team that brings in the
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revenue. Christian reported that “our president drops by routinely, calls each admissions
counselor by name, and shows that he really does care about us as individuals. And that matters a
lot.” His director also did something creative to instill a perpetual engagement boost whenever
needed. When asked about his office artifact that tells a story about his commitment for the job,
Christian held up a framed, handwritten note titled “Why I Do What I Do.” Christian noted, “Our
director asked us to write out our why and then, without telling us, had them framed and then put
on our desk. Isn’t this such a good example of a leader engaging us by connecting us back to our
mission?” He notes there are copious examples in the admissions job of small, tedious tasks that
have the potential for causing burnout. It is during those moments that he glances over at the
frame and “God just gives me a heart check.” John, who did the same exercise at his university,
noted that seeing his why written out and framed is a “cool, subtle reminder that I have people
here that care for me in this office and I know why I’m here and I know there is purpose in the
work I’m doing. And that’s influential in itself.” For a full list of office artifacts that tell their
own stories of engagement, refer to Appendix B.
An engagement boost from Lindsey’s campus is called the “Light Up Committee.” This
committee is made up of several clandestine faculty and staff from around campus that actively
look for employees that go above and beyond at their job. Then, the employee that is responsible
for “lighting someone else up” with positivity gets a handwritten note thanking them for their
service to the university that was noticed. This handwritten note from the campus Light Up
Committee is still on her desk and reminds her of why she does what she does. In a similar vein,
Tori’s campus has an annual awards ceremony that is themed after their mascot and features
several honorable awards and some that are funny and tongue-in-cheek. “I received my first
award for ‘Most Likely to Run Over My Laptop While Recruiting’ because I had done just that
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at my very first college fair,” Tori noted with a smile. She continued, “What’s even more fun is
that the president actually presented the award to me. So, I keep that award on my desk!”
At Anna’s university, the team gets an engagement boost every time a team member
rings the “deposit bell.” Throughout the week, every time a housing deposit comes in, the
counselor assigned to that student gets to go up and ring the bell for all to hear and celebrate.
Then, on Mondays, they have a teamwide deposit celebration featuring the ringing of the deposit
bell and then a team member, channeling his inner disc jockey, introduces the names and
hometowns of each prospective student who paid their housing deposit over that last week.
Anna reported that
the deposit celebrations are so fun because we share an office space with the alumni and
advancement office. Every Monday they look forward to hearing how many times the
deposit bell rings. Then, they’ll come over to our side and say, “Wow! Look at how great
admissions is doing.” It’s really a fun moment for that entire office suite and everyone
really loves it.
How Leaders Could Improve Their Engagement Efforts
The interview concluded focusing on the areas where enrollment leaders could improve
in their engagement and retention efforts. As mentioned previously, the interview questions
pertaining to these data can be found in Appendix A. Table 5 offers a concise view of the themes
and subthemes uncovered in this context.
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Table 5
Themes and Descriptors Also Related to Research Question 3
Theme
Equipping the team

Descriptors
Training the new counselors, systems in
place, supportive without coddling, creating
self-feeders, slowing the change process, next
stage in career

Articulating vision and calling

Who we want to be, goals, creating the
desired culture, connecting to the mission

Feedback

Consistent evaluations, more hands-on
direction in weak areas, quicker response,
incentives for bringing in revenue

Enrollment pathway

Mission can only go so far, upward mobility,
clear expectations from the outset

Enrollment Leaders Need to Provide Better Equipping and Developing
To bring this chapter to a close, we will now turn to the improvements that these
enrollment leaders could employ in order to create even higher levels of work engagement. To
close the interview each participant was asked how their leader could improve, and several good
pieces of wisdom emerged. For starters, several of the participants wished their leaders went
even further with their equipping and training efforts. At Daniel’s university, the training system
in place features the new hire getting a training binder and then being asked to learn everything
possible by reading through it. If the new hire has questions about specific details, he is expected
to ask one of the older counselors and the information is expected to flow down from senior
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counselors to the new ones. However, according to Daniel, this is not teaching the new hires to
become self-feeders. They are trained that someone else will always have the answer, so just ask
them. He wished his leadership would employ a systematic training plan that every new hire
goes through. The new hire could still rely somewhat on veteran counselors but each of those
veteran counselors can be tasked with leading sections of the systematic training plan.
In a similar vein, Lindsey noted that her enrollment leaders could do a better job of
pouring into and investing into the current talent on the team. She wished her supervisors were
more concerned about knowing her on a personal level so that they could help get the counselors
to where they want to go in life. She said, “I know all of us won’t end up in higher education for
our careers, and that’s OK. I want our time spent in admissions to help prepare us to be the best
possible professionals at our next job.” She then clarified that in order for the enrollment leaders
to ensure they are preparing their counselors for their dream jobs; they first need to know what
those desires are. Tom would love for his university to launch a leadership training process for
new hires that would put them on a three-to-five-year pathway of being mentored by senior
leaders in the organization. Tom said, “Even if I’m not going to stay in admissions, or even in
the industry, it would be incredible to have someone of their caliber intentionally pouring into
me the discipline required to be a strong professional.”
Enrollment Leaders Need to Cast Even More Vision and Direction
For other participants, enrollment leaders could do a better job at casting vision and
creating the kind of culture that is desired. Some of the same leaders that were praised for being
hands-off in their leadership style were also criticized for their inability to continually articulate
where the team was ultimately headed. Mark’s office is currently under leadership transition due
to the previous leader establishing a toxic culture that lacked consistent direction. However,
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noted Mark, during the current transition, the new leadership has chosen to “let the office culture
air out a little bit” before ushering in their new plan. For Mark and the rest of his team, he wished
the new leader would establish the value set and vision for the team more quickly so the team
can become more unified. Christian also noted that enrollment leaders need to do a better job of
connecting the tasks of recruiting to the overall missional calling of the entire university:
“Admissions leaders need to help their frontline staff understand the mission side of what we do.
This is so much more than a job!”
Enrollment Leaders Need to Give More Consistent Feedback
Another common theme that arose when thinking through how enrollment leaders could
improve is for more consistent feedback for the frontline team. At Aaron’s institution, feedback
from supervisor to employee is reserved for one time per year in their annual assessment reports.
These are done in order to check a certain box and not followed up on throughout the year.
“Something I would like to see is more guidance in the areas where I need to grow,” he
commented. The fact that his director does not micromanage is a plus for Aaron, but it also
means that feedback and constructive criticism is lacking as well. Paul commented, “Our
leadership needs to do a better job of providing direct, blunt, and consistent feedback about what
we need to focus on in order to become better.”
Enrollment Leaders Need to Establish an Upward Mobility Pathway
Another strong theme that came through clearly is that enrollment leaders across the
nation have not figured out how to create an upward mobility pathway in the office of
admissions. Christian summarized the majority view by noting that “our vice president is content
with rotating through entry-level employees paying them $30,000 per year until they burnout and
then repeating the process for the rest of his career.” The rationale behind that statement is that
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enrollment leaders seem to have the mindset that anyone can be brought in to do the same type of
job. As Christian noted, “The missional side of the equation can only go so far. At some point, I
need to see that I’m progressing toward something in regards to mobility within the organization.
Leaders don’t need to leave it up to, ‘I really hope they get the missional side of this.’” He also
pointed out that for new graduates who do not know exactly what to do next, the admissions
counselor position makes for a good fit. Then, after working hard for a year, they realize the
amount of work they’re putting in is not worth the money or they realize more money can be
made elsewhere for the same skillset. Christian continued, “A lot of times people that love their
jobs and are really good at what they do leave from our office because they can’t see where
they’re headed. They can’t see how the admissions office is progressing them.” In Rosie’s
institution, there is no room for growth unless you want to be an assistant director. However, if
someone is filling that role then the frontline counselor is stuck with nowhere to move. “People
don’t want to be stagnant,” said Lindsey, “they want to know that if they stay here and commit to
this university, that they will have options. Will they be able to grow? Will there be other
possible positions for them?”
Rosie also contributed to this theme on rewards for the team that is responsible for
bringing in the revenue. “This job would be more motivating if we worked toward some sort of
incentive goal. Currently, when we hit our goal, it’s like, ‘oh, great, we hit these numbers,’ and
then nothing changes. She notes that if the team knew a reward was coming if they hit their
overall enrollment or revenue goal then it would really help the overall office dynamic. For
Lindsey’s team, all they ever get is a pat on the back and a “nice job!” when their goals are met.
Lindsey commented, “I mean, the ‘great job!’ is exciting but I feel we could do a better job of
celebrating the small and big wins.” Tom added, “I love my university and I love what I get to do
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every day. However, I’d also like to get paid more for the work I do. I think the best way to
retain people is to pay them more as a reward for the hard work they’re doing.”
For John, an enrollment pathway that features upward mobility within admissions or
mobility across the organization needs to be clearly articulated by the enrollment leader from the
outset of the application process:
From the very beginning of the application process, we need to be telling candidates
where they can move within the organization and where they can move up if they meet
the requirements. Obviously, we’re asking where the applicant sees himself in five years,
but what if we asked where at our institution does he see himself in five years? Then, we
need to show him what is required to make those jumps in the organization so he knows
there are opportunities. It’s already in the back of everyone’s mind. If there is someone
who can’t see where opportunities lie for next steps within the organization, then they’re
going to view the role as a temporary thing.
John was not alone in articulating the need for enrollment leaders to do better about entry
level salaries: “Leaders need to ensure that their entry-level pay is on par with other entry-level
jobs that require the same education and skill set.” However, he was quick to note that there are
so many things that admissions counselors take for granted every day, including the
aforementioned perks of copious time off due to the typical university schedule. John continued,
“There are so many things about this job that make this job more valuable than how it appears
from the outside. It is up to the leadership to explain those benefits up front as a means to
retaining employees for the long term.” “I want to clearly have the incentive to get to the next
level,” noted Paul, “whatever that next step may be. Whether that’s a supervisory role, more
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ownership, or more responsibility. Those things are very important to my motivation for the
job.”
Summary
Data from this study were generated via semistructured interviews with 11 seasoned
admissions counselors from Christian universities across the United States. Upon performing
data analysis on the interview transcripts and perusing meeting minutes and written email
exchanges between the counselors and their supervisors, several key themes arose. For starters,
the seasoned counselors from this study were extremely student-focused and mission-minded.
Secondly, they all have enrollment leaders who care about them as employees and individuals.
The leaders also seek to provide sparks of engagement boosts to their teams whenever possible.
Finally, enrollment leaders could grow in their ability to provide consistent, honest feedback
while also creating a pathway for success and growth so that frontline counselors can see a future
within the organization.
In the final chapter, I provide a discussion of the findings and a summary of the
implications of this qualitative research on enrollment leaders and their ability to retain more of
their frontline admissions talent. The implications of these data span across the entire admissions
counselor timeline, from the hiring process through the promotion process. I also provide a
prescriptive recipe for retention and engagement for enrollment leaders to employ in the future to
assuage burnout and retain more of their talent. Areas for consideration include tying the job to
the university mission, creating a culture of care, instituting a commitment period, systematizing
retention strategies at the organizational level, providing routine engagement boosts, and creating
a pathway to success with clear steps of upward mobility.
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Chapter 5: Discussion, Conclusions, and Recommendations
Tuition-driven universities depend heavily on net tuition revenue to operate. However,
the individuals responsible for delivering the type of enrollment that meets university goals,
known as the university admissions counselors, tend to be underpaid, burnt out, and likely to
depart their institutions before meaningful recruiting relationships can be formed. The
implications of this issue lead to high costs of turnover and training of new staff, a recruiting
territory in flux due to the turnstile nature of the profession, and an office culture that lacks any
genuine consistency.
Many studies in the past have focused on the specific reasons that frontline sales team
members desire to depart their jobs. The purpose of this study is to add to the talent retention
body of literature by focusing on the specific reasons that seasoned admissions counselors have
remained in their jobs when so many of their counterparts have fled to other careers. The average
admissions counselor tenure is 1.7 years nationally and this study focused on counselors who
have remained at their universities for a minimum of two years. By focusing on seasoned
counselors, the study allows for a look into the best practices of enrollment leaders in the context
of talent retention. With these best practices uncovered, it then leads the present research to be
able to recommend a recipe for retention that enrollment leaders could employ in order to retain
higher amounts of these valuable university resources.
In this closing chapter I first discuss the relevant findings produced from the
semistructured interviews and document analysis detailed in the previous chapter. I then detail
the specific ways in which enrollment leaders can have a positive effect on the work engagement
levels of their frontline admissions counselors. In this section, I reveal a recipe for retention as
suggestions for applicable ways enrollment leaders can put these findings to work at their
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institutions. The talent retention of admissions counselors is a problem facing every enrollment
leader in the country so this section should be valuable. Finally, the chapter closes with denoting
the limitations in the context of this study and the suggestions for future research in order to take
this study’s findings to the next level.
It is worth noting the high amounts of data saturation uncovered with this research. As
noted in the Table 1 of Chapter 4, the participants were rather diverse in age, stage of life, and
area of the country, but all were in agreement regarding their motivations for taking the job, their
mindset and focus as the reason that keeps them in it, and their desires for ways for higher
education leaders to effect change in the high turnover rates. It was like they were all narrating
the same overall story, but with minor plot differences along the way. Due to the high amounts
of data saturation, enrollment leaders should take special note of what follows, because there is a
strong chance their teams would echo the same narrative.
The following section details the actionable items that enrollment leaders can actually do
in order to try and effect change. In order to arrive at the actionable themes, I performed a crosscase narrative synthesis of the data. First, I poured through the findings from each case to
analyze and extract the elements of work engagement that were within the control of the
enrollment leader. Once the extraction process was complete, those elements were sorted and
categorized into themes pertaining to the themes that arose from the master coding process
detailed in chapter four. This cross-case narrative synthesis process resulted in six clear
ingredients pertaining to the engagement actions fully within the enrollment leader’s locus of
control. The following section will discuss those six ingredients in relation to past literature.
The first encouragement from these data is that enrollment leaders never ceased in tying
the admissions counselor role to the university mission. Counselors on the front line need to be
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continually reminded of how their work helps build the entire structure. Another
recommendation is to require new hires in the admissions office to commit to a pre-established
tenure where they are tied to the job for a preset minimum of time. Thirdly, universities should
continue to think of creative ways to retain their talent from an institutional benefits point of
view. Fourth, enrollment leaders need to take the time to provide engagement boosts to their
frontline. These do not have to be expensive, and most of the time are actually free. Fifth,
enrollment leaders need to establish a genuine culture of care for their employees. Counselors go
through a rough transition when they experience their first travel season and a truly caring
supervisor is a nonnegotiable. Sixth, an ingredient that arose more than any other is the need for
universities to create an upward mobility track for admissions counselors to see room for growth
in the profession. These six ingredients should go a long way toward creating a recipe for
retention for enrollment leaders. The remainder of this chapter discusses each ingredient of the
recipe in greater detail.
Discussion of Findings in Relation to Past Literature
Table 6 provides a concise list of the themes and subthemes that arose when assessing the
findings in relation to past literature.
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Table 6
Ingredients for the Recipe of Retention and Descriptors for Putting the Findings Into Practice
Ingredient
Vocation and Ministry

Descriptors
Ministry mindset, student-focused, hiring
alumni, paying it forward

Culture of Care

Joy for success, support for failure, concern
for crisis

Required Commitment

Not their original plan, no longer a steppingstone

Institutional Retention Strategies

HR benefits, mentors, educational benefits

Engagement Boosts

Tactics to promote higher work engagement,
inexpensive treats

Upward Mobility Pathway

Organizational structure of upward mobility,
raises,

Enrollment Leaders Should Encourage Their Counselors to View Their Work as Their
Vocation and Ministry
Enrollment leaders would benefit from continually taking their team members back to the
overall mission of the university. A widespread theme that arose from the seasoned counselors in
this study was their relentless mindset of seeing their role as a ministry and how that view
aligned with the overall mission of the university. These seasoned counselors did not see their
roles as sales jobs solely focused on revenue. In fact, most of them saw their role as one of being
used by the Lord to make a difference in the lives of students. This type of mindset drastically
impacted the work engagement of these frontline counselors. When the focus was switched from
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what is best for the institution to what is best for the student and how the Lord is directing his or
her life, counselors were free to provide wise counsel instead of basic sales tactics. When
enrollment leaders seek out employees that are motivated in this way, this would aid in creating
the kind of culture that creates a positive workplace family that would ultimately help in
retention (Coyle, 2018).
One practical way that enrollment leaders can help ensure their team members’
motivations are in line with the university mission is to solely hire graduates of the institution
being represented. Every participant but one in the study graduated from the university he or she
was representing and that fact carried weight in the work engagement department. When the
counselors’ lives were changed during their four years at the institution, it only led to them
wanting to work as hard as they could to pay it forward to the next generation of college
students. It also helped them believe in the product they are selling. Having participated in the
life-changing traditions at their universities, their heart was highly engaged in clearly articulating
the benefits and joys of attending their institution. A key determinant in voluntary or involuntary
termination is possessing a lack of identification with the company culture (Coyle, 2018) and this
hiring practice could go a long way toward ensuring everyone is in lockstep with the
organizational culture.
Enrollment Leaders Should Practice Positive and Caring Leadership
It was clear from the interviews that a significant factor to the seasoned counselors’ high
level of engagement could be attributed to the genuine care offered to them by their supervisor.
Participants routinely reported that their leader’s most galvanizing attribute was their ability to
show genuine joy for team member successes, authentic support for team member failures, and
legitimate concern for team member crises. These counselors were not viewed as frontline,
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inexpensive resources that could be easily replaced each recruiting cycle. They were seen as
necessary and vital members of the team that deserved the enrollment leader’s full support,
whether in equipping them in the current job or arming them with the tools to be successful at the
next job in the future. When a leader focuses on professionally equipping their employees to
make them better team members now or better team members for a future role in another
organization, it speaks volumes to the team. Leaders should always ensure they leave their
followers better than they found them.
A vital component to ensuring that employees know their leader truly cares about them is
dependent on the ability of the supervisor to establish trust with the employee. Trust is a vital
ingredient to workplace culture (Mallak, 2009) and potentially more causal in retaining talent
than cash incentives or even higher salaries (Mackenzie & Basile, 2012). In order to establish the
kind of trust that shows the team that the enrollment leader truly cares, Stichter (2020)
encourages these seven tactics for leaders: (a) keep their word, (b) treat team members with
respect and dignity, (c) remain intellectually humble, (d) create a system for honest and open
feedback, (e) genuinely listen to cares and concerns from the team, (f) provide clear and honest
and consistent employee feedback, and (g) speak the truth in love. All participants in this study
would agree that their enrollment leader employed most, if not all, of these tactics, and in doing
so created a strong culture of care.
Enrollment Leaders Can Exemplify Positive and Caring Leadership by Requiring a
Commitment Period for Counselors. Another finding that would behoove enrollment leaders
to take note of is the importance of a commitment period placed on new hires to the admissions
team. None of the 11 participants in this study went to college in order to become an admissions
counselor. None of them realized in the middle of their college career that they wanted to be an
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admissions counselor. In actuality, most of them fell into the role as a convenient next step after
graduation and, after a period of getting their feet wet in the job, realized the calling that was
now evident in their lives. Admissions counselors that treat the job as a stepping stone may not
get the chance of realizing the benefits of being an integral part of delivering a class of students
that helps meet university goals. The benefits of realizing one’s role in helping the university
become successful include renewed dedication to the job and a joy at the realization of how
important one is to the organization. If enrollment leaders want as many of their admissions
counselors as possible to experience this newfound dedication and love for their role, they should
place a two-year commitment on each new hire. That would ensure the admissions counselor
would experience the joys that many of the participants experienced, such as meeting university
goals and paying it forward.
Chew and Chan (2008) found that employees were more committed to staying in their
jobs if they experienced high levels of person-organization fit. In the admissions counselor
context, due to the cyclical nature of the job, the realization of person-organization fit does not
fully happen until the end of one full recruitment cycle. Chew and Chan (2008) also found that
the level of training received helped predict the employee intention to stay. Due to the unique
nature of the role of admissions counselor, it takes a full cycle to be completely trained in all
facets of the job. If counselors are not expected to remain in their roles for at least two full
cycles, they would never fully become aware of their person-organization fit, and they would
never experience being at the level of a fully trained admissions counselor.
Enrollment Leaders Can Exemplify Positive and Caring Leadership by Instituting
Creative Retention Strategies. In order to boost levels of commitment to the organization, it
would benefit the frontline admissions staff greatly if there were systematic retention strategies
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in place at each university. Zaharee et al. (2018) found that millennial employees were as similar
in their workplace benefit desires as previous generations. Factors, such as flexible work hours,
competitive 401(k) or 403(b) plans, retirement matching, the ability to work remotely, and
healthcare benefits are important elements in an institution’s ability to retain this vital millennial
talent (Stichter, 2020). Stichter (2020) also found that employees desire professional mentors that
are not their actual supervisor and are not even in the same department. The role of these mentors
would not be to go over departmental numbers and goals, but to better prepare the employees
professionally and interpersonally.
Some colleges have already put into place attractive retention policies for their
employees. For example, a Christian university on the East coast offers every employee a free
master’s in business administration (MBA) if they commit to staying a full two years in their job.
Other universities pay for all or at least a portion of the graduate school tuition for employees
while they’re employed. Still other universities charge the employee out-of-pocket for their
master’s degree, but reimburse after-the-fact based on time served.
Enrollment leaders should get creative with their university leadership and their human
resources departments in order to answer some of the desires of these vital employees. Should
they consider options for counselors to have some or all of their undergraduate loans paid back?
Could there be retirement benefits such as investment matching, or if they’re already in place
could they be tiered based on length of tenure? Could the university invest in the health of their
employees by paying fitness center monthly dues once they have been in their role for a
minimum of two years? Could leaders codify into policy the ability to work remotely for a
specified number of hours per month? Due to the long hours of the admissions profession
consisting of several nights and weekends, admissions counselors may feel more satisfied and
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content in the position if their supervisor allowed for flexible work hours that also consisted of
remote work (Smith et al., 2018; Stichter, 2020). No matter the tactic, a keen strategy worth
being in every enrollment leader’s retention toolbox is a university-wide systemic plan for
retaining talent for at least two years.
Enrollment Leaders Should Bless Their Teams With Engagement Boosts
One of the most pragmatic findings of this research is the necessity for enrollment
leaders to routinely practice the art of blessing their teams with engagement boosts. Chew and
Chan (2008) found that organizational commitment was positively influenced by reward tactics
and employee recognition. Participants in the study were quick to credit their enrollment leaders
for performing reward tactics and publicly recognizing their employees for engaging in desired
employee actions. Each of these enrollment leader actions boosted the participants level of
commitment to their jobs as admissions counselors. Appendix C contains the exhaustive list of
each leader action mentioned in the interviews that was a creative, inexpensive tactic employed
to boost engagement in their frontline staff. One of the key tenets of the nature of work
engagement is that it can be manipulated by external factors, and those factors do not necessarily
have to cost the institution high amounts of money. As the data showed, from spontaneously
blessing their teams with Sonic drinks to framing their handwritten “Why I Do What I Do,”
enrollment leaders should possess a keen eye perpetually looking for ways to increase
engagement by creatively boosting their teams’ sense of dedication for their roles.
Enrollment Leaders Should Establish an Upward Mobility Pathway
The element most lacking to admissions offices in which our participants reside was the
lack of an organizational structure that allowed for clearly defined upward mobility. Zaharee et
al. (2018) found that specific paths to advancement that were obvious to employees in the
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organization was a key motivator to both the recruitment of talent and the retention of talent. A
common refrain heard throughout the interviews regarding why the seasoned counselors’
comrades departed for other industries was the feeling of being stuck in an entry-level job with
no room for growth. Enrollment leaders seeking to keep their talent should provide their frontline
team members with a clear pathway of upward mobility. As noted in the previous chapter, this
mobility track should be clearly articulated in the initial hiring process so new hires know where
the university can take them and exactly what is required in order to get there. This would help
alleviate the feeling of the inexperienced counselors who feel the need to jump to other jobs in
other industries in order to receive a promotion. Practically speaking, this could take the form of
a track that consists of these steps: admissions counselor, senior admissions counselor, assistant
director, senior assistant director, associate director, senior associate director, and director.
Enrollment leaders can get creative and have each of those tracks within the wider tracks of
recruitment, operations, communications and marketing, and anything else they can creatively
come up with. Basically, the possibilities of new roles with new job descriptions, titles, and pay
are almost endless and only barricaded by a lack of ingenuity or budget constraints. However, it
should be assessed whether routinely spending replacement costs necessary with employee
turnover is preferred to spending a few thousand dollars extra per year on each of those levels.
The Recipe for Retention of Admissions Talent
This now brings us to the promised recipe for retention that enrollment leaders can put
into practice in order to affect the engagement levels of their counselors and ultimately keep
recruiting them for longer periods of time. The recipe of retention prescribed based on the
findings of this study is simple. Enrollment leaders need to hire mission fits that have
unshakeable institutional buy in, strongly encourage a period of commitment to the role, employ
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creative institutional retention strategies, provide genuine care for their employees, practice the
habit of providing engagement boosts, and provide a clearly articulated pathway of mobility so
their team can see where they are headed. Admittedly, although it is simple in theory, putting this
into practice immediately is a much more difficult matter. It is my opinion that it would behoove
enrollment leaders to choose one or two of these tactics to focus on at a time. As those become
solidified and part of institutional practice, enrollment leaders should then proceed to the next
ingredient in the recipe.
Tying the Findings to the Job Demands-Resources Model
The conceptual framework that provided the foundation for the study was the JD-R
model of work engagement. This framework helps explain the interaction between job demands
that are placed on employees and the job resources that are available for the employee to
complete those job demands in an effective and healthy way. When job demands are met with
insufficient resources to handle them, burnout is soon to follow (Schubert-Irastorza & Fabry,
2014). However, when job demands are met with sufficient levels of resources, work
engagement has a fertile ground from which to blossom (Schubert-Irastorza & Fabry, 2014).
Since the JD-R model provides a useful theoretical framework to examine the causes and
consequences of work engagement (Demerouti & Bakker, 2011) as it details how job and
personal characteristics influence employee health, well-being, and motivation (Schaufeli &
Taris, 2014), it makes for an appropriate lens from which to view the results of the study.
Enrollment Leader Impact on Employee Health
The first element of the JD-R model to use as a lens on the results of this study is to note
how enrollment leaders directly impacted the overall health of the participants in the study.
Admissions counselors undergo high amounts of job demands due to the nature of the role and it
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was very apparent that the seasoned counselors in this study had leaders that placed a high value
in their teams’ health. Several participants noted the leadership tactic of allowing flexible work
practices contributed greatly to their level of engagement. When met with high job demands of
late-night college fairs and several weekend events throughout a recruiting cycle, the resources
of flexible work practices allowed for the participants to avoid burnout and stay healthy
emotionally, physically, and spiritually.
Enrollment Leader Impact on Well-Being
The second element of the JD-R model to use as a lens on the results of the study is to
note how enrollment leaders increased the overall well-being of the participants in the study.
Several participants noted their leaders’ commitment to a culture of care within the team. Staff
meetings began with prayer and ended with share time where employees shared about their
personal weekly high points. Other participants noted that in one-on-one meetings with their
enrollment leaders, the first item on the agenda was care and concern about the counselors’
personal and spiritual lives. When met with the high job demands of team staff meetings and
supervisor check-in meetings, the job resource of a culture of genuine care and concern provided
the context to boost engagement and avoid burnout.
Enrollment Leader Impact on Motivation
The final element of the JD-R model to use as a lens on the results of this study is to note
how enrollment leaders positively affected the participants’ level of motivation for doing their
highly demanding jobs. Copious strategies were uncovered in the study that were utilized by the
enrollment leaders in order to boost the level of motivation in their teams. Leaders were adept at
continually bringing their counselors back to the university mission as a reminder of their overall
purpose. They also were quick to provide engagement boosts throughout the different cycles of
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recruiting in order to keep their team creatively motived. They even had a motivational impact
on the inherent God-given sense of calling and passion for students exhibited by all of the
participants. The leaders of the seasoned counselors in this study not only hired counselors with
that sense of purpose already built-in but also continued to throw kindling on that fire with
tactics such as the “My Why” activity. For a job replete with copious job demands, these
seasoned counselors were met with the appropriate levels of resources to combat those demands
as their enrollment leader positively impacted their counselors’ health, well-being, and
motivation.
Limitations
The first limitation to the current multiple case study is due to the qualitative nature of the
entire project. Since qualitative findings are not generalizable to the widespread audience, the
recipe for retention cannot officially be applied to enrollment operations across the country.
Another limitation to the current research was my decision to limit the sample size to
admissions counselors from Christian universities. The reason for this was because I am a
proponent of Christian higher education and it is in that context that my problem of practice is
located. However, would the same findings of burnout, work engagement, and leadership tactics
be present at public universities or community colleges?
A further limitation to the current study was the choice of limiting the participant pool to
those who had not received a promotion. This choice led to a very narrow description of those
who fit the parameters for the study. It was initially part of the parameters in order to rule out
that variable from having an effect on the work engagement of the frontline staff. However, this
limited the sample to universities that may not have an upward mobility track in place, which
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detracted from my ability to extract quality data on institutions that are employing a successful
upward mobility track.
Recommendations for Future Research
The method chosen for the current study was a multiple-case study. This method has
been vital to the gathering the current findings from which the recipe for retention was based.
However, in order to explore the retention problem and lack of work engagement problem even
further, future researchers should consider studying the problem from the perspective of
phenomenology. The purpose of the phenomenological method is to probe the lived experiences
of the participants being investigated (Sanders, 1982; Tomaszewsky et al., 2020; van Manen,
2016). Phenomenology allows for the study of participant apprehensions of specific experiences
as they present themselves into their consciousness (Sanders, 1982). Phenomenology as a
method helps a researcher unearth the internal meanings of lived experiences as the participants
live them (van Manen, 2016). This approach to qualitative research focuses on the essence of a
lived experience and considers the different viewpoints of those living the same experience
(Tomaszewsky et al., 2020). Since this study focused on the lived experiences of several
admissions counselors across the work engagement continuum, phenomenology would have
been an appropriate fit.
“To the things themselves” is the key maxim of phenomenology as the method seeks to
know not ideas about the thing being studied, but the thing itself (Atkinson, 1972; Moustakas,
1994). The method seeks first to study phenomena as they are known from the consciousness of
the participant (Atkinson, 1972) and allows that to be the impetus for gaining new knowledge
(Moustakas, 1994). The methodology allows for the discovery of phenomena from the viewpoint
of how people interpret and attribute meaning to their experience and existence (Frechette et al.,
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2020). When the goal of the research is to capture and explore the lived experiences of the ones
experiencing a certain phenomenon, specifically from their personal perspective,
phenomenology is an appropriate choice (Charlick et al., 2016; Creswell, 2014). In summary,
this method would allow future researchers to zero in on this specific problem and go much
deeper than the present multiple-case study allowed for.
Due to the limitation of the current multiple-case study not being generalizable due to the
qualitative nature of the research, it would behoove the future researchers in this space to attack
the problem from a more quantitative standpoint in order to allow the findings to be
generalizable across settings. More participants and valid quantitative data collection tools would
be a welcome sight in this talent retention space. It would be very interesting to learn whether
quantitative data would show these same perceptions of work engagement and struggles with
talent retention across a much broader sample size. A quantitative approach would also
potentially allow future researchers to prescribe for enrollment leaders a data-driven profile of an
engaged, seasoned admissions counselor which could have major implications on the hiring
process.
As mentioned above, a limitation to the current research was my decision to limit the
sample size to admissions counselors from Christian universities. The reason for this was
because the I am a proponent of Christian higher education and it is in that context that my
problem of practice is located. However, are the same findings of burnout, work engagement,
and leadership tactics present at public universities or community colleges? Future research
could use a similar method and interview protocol but with a wider audience of admissions
counselors in order to ascertain if the experiences and perceptions of the work engagement in
their role match those of Christian universities. Future research could also allow participants to
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participate who have been promoted since their time as a frontline admissions counselor. If
future researchers choose a quantitative method and also expand the parameters to include those
who have been promoted, a large study could be done that would have more valid, generalizable
results.
Conclusion
Tuition-driven universities depend heavily on net tuition revenue to survive. Therefore,
the retention of the frontline admissions counselor, those charged with recruiting a class of
students that meets enrollment goals year in and year out, should be high atop any enrollment
leader’s list of needs. Currently, the average tenure of university admissions counselors
nationwide is 1.7 years. If enrollment leaders desire to affect that statistic in a positive way, they
would be wise to take to heart the stories and anecdotes of the senior admissions counselors
interviewed for this study. The themes that arose detailing the forces that are keeping them in
their job and how their leaders are contributing to their level of engagement are tough to turn a
deaf ear to. The recipe of retention prescribed based on the findings of this study is simple.
Enrollment leaders need to hire mission fits that have unshakeable institutional buy in, strongly
encourage a period of commitment to the role, employ creative institutional retention strategies,
provide genuine care for their employees, practice the habit of providing engagement boosts, and
provide a clearly articulated pathway of mobility so their team can see where they are headed. If
enrollment leaders can commit to putting this recipe into practice, they would be actively
assuaging burnout and leading a more engaged and committed group of admissions counselors
that would ultimately benefit the university’s bottom line.
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Appendix A: Interview Protocol
Opening script: Welcome to the interview and thank you for being willing to participate
in this study on the work engagement found in seasoned admissions counselors. The goal of our
time together is to ascertain the key reasons you are still committed to the admissions profession
and how your enrollment leader instills in you a sense of engagement and motivation for the job.

1. What motivates you to serve as a college admissions counselor?
2. Did you graduate from the institution that you currently work for? How does that fact either
help or hinder your enjoyment of representing your institution? Do you feel this fact adds to or
subtracts from your commitment to the institution?
3. How does the fact that you work for a Christian university play into your level of job
commitment? Is there something unique about the mission or culture of Christian higher
education that keeps you engaged in what you do?
4. What was your journey like as you began the application process for the current position
you’re in? How did it become clear that it was the right job for you?
5. How would you describe your journey as an admissions counselor during the first two years
on the job?
6. What challenges arose during those first two years and did you have the appropriate job
resources (training, investment from leadership, etc.) to handle them?
7. What work-related successes did you experience during those first two years?
8. Why have you continued to stay in the profession? What role has work engagement (define
the term here if the participant is unclear) played in this continued commitment?
9. Why have others in your office left the admissions counselor role or the field altogether?
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10. How do the characteristics and experiences of admissions counselors who have been retained
and those who have departed differ? Thinking on those that have left during your tenure, how
many of them were alumni of the institution they represented?
11. What motivates you to keep coming to work for your institution every day?
12. Do you think those motivations are different in seasoned counselors like yourself and
inexperienced counselors? Why or why not?
13. Please pan your camera around your office and find an artifact that exemplifies the meaning
of the work that you do. Why did you choose that item? What story does it have to tell?
14. What leadership actions by your supervisor enhance your commitment or sense of work
engagement? What motivational tactics does your leader use to keep the team engaged and
motivated?
15. How does your leader communicate his/her sense of vision to the admissions team? Are
goals clearly set and communicated? How?
16. How does your leader communicate the overall mission of the university to the team and how
does the leader connect your daily tasks to the overall mission?
17. Please describe your typical staff meetings. Does your leader do anything specific in those
meetings to keep the team motivated? How does your leader utilize staff meetings to create a
better sense of engagement in the team?
18. What are some things you feel your leaders could do better to aid in admissions
counselor retention?
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Appendix B: Artifacts That Express Work Engagement
The participants were charged with showing an item from their office or workspace that
epitomizes their high level of work engagement in their role as an admissions counselor. The
table below is a full list of the items shown during the interviews. The purpose of cataloging
these in one place is to have a convenient list for enrollment leaders to peruse when looking for
ideas of creating higher levels of engagement in their teams.
Table B
Artifacts That Express Work Engagement
Artifact

Participant

Framed picture of the handwritten assignment
to articulate “My Why” for the role of
admissions counselor
A picture of a teammate that exemplified the
team chemistry shared amongst the office
“Light Up Committee” note from someone on
campus that saw her doing something great
Framed collage of pictures of friends from
college
Framed picture of him and his granddad, a
man who was vital to him becoming an
admissions counselor
Handwritten “thank you” notes from students
and families
Trophy for a school-themed award that was
presented to her by the university president
Bible verse card and encouraging note from a
student
University memorabilia and gear

Christian and John

Mark
Lindsey
Daniel
Aaron

Tori, Anna, Christian, Lindsey, Paul
Tori
Anna
Paul

Picture of favorite daily devotional reading
that sparks motivation to work diligently
Framed picture of his family

Christian

Student gifts that he has collected over the
years
Items from around campus that he picked up
on a campus prayer walk

Tom

Tom

Tom
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Appendix C: Engagement Boosts
The participants were asked to brainstorm the different forms of engagement boosts their
supervisors employed on a routine basis. Below is a concise table of the things mentioned in the
interview.
Table C
Engagement Boosts
Engagement Boost
Light Up Committee – a group on campus
that notices when faculty and staff go above
and beyond. The Committee then handwrites
that person a note to encourage them.
Wins for the week – During the weekly staff
meeting, the supervisor requires each team
member to go around the table and share a
win from the week either from their personal
or their work life.
Sonic drinks – The supervisor keeps a list of
each team member’s preferred Sonic drink.
Randomly, the supervisor will bless the team
with their drink of choice.
President drop-ins to the office – The
university president makes it a habit to
routinely drop by the admissions office to
ensure they know how important their work
is.
President knowing each counselors’ names –
When the president drops by, he intentionally
calls each team member by name and asks
about their lives.
Passing along positive feedback – When the
supervisor gets a glowing remark or email
regarding one of the counselors, the
supervisor immediately passes it along to
encourage the counselor.
Flex time/Flexible work hours – The
supervisor gets creative with offering flex
time for extra work or allows the counselors
to work from home if needed.
Team competitions – The entire enrollment
management operation is routinely split into
two teams in order to compete for prizes and

Participant
Lindsey

Mark and Daniel

Mark and Daniel

Christian and John

Christian and John

Anna and Aaron

Anna, Lindsey, Mark

Anna
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also to meet and mingle with others
departments
Team outings/Friday fun day – When the
enrollment team achieves a goal, or when the
leader deems it necessary, the team will get
away from the office and go on adventures
together to build team chemistry
The Deposit Bell – A centralized bell that is
rung each time a housing fee comes in.
Care and concern for the person above all –
When the director sits down with the
counselors in a 1-1 setting, the first question
is always about how the counselor is doing in
their personal life.
Bookstore Bucks – The director routinely
finds things to reward by blessing the team
member with gift cards to the campus
bookstore.
Homemade breakfast at weekly staff meetings
– The weekly staff meeting features breakfast
that is cooked by a team member. The
responsibility for cooking each week is on a
rotational basis.
Allowing a relaxed atmosphere for team
bonding – The director allows for relaxing,
bonding time during work hours. This allows
for counselors to build strong relationships
with each other.
Ice-breaker games at team meetings – Some
meetings feature a short, fun, encouraging
ice-breaker game.
Candy and snacks at meeting – Usually these
candies and snacks are inexpensive, but they
totally change the vibe of the meeting.

Anna

Anna
Paul

Mark

Aaron

Lindsey

Tom

Tom

124
Appendix D: IRB Approval Letter

